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Abstract
The thesis investigated the application and implementation of marketing practices in
public library services in the UK and Republic of Ireland, using local authority
leisure services as a comparator. The empirical research included both qualitative
and quantitative methodologies to assess marketing strategy development in public
libraries, using a comparison with local authority leisure services to provide a
contextual framework. The research covered the period 1991-1999, using a
triangulation approach of national questionnaire surveys, case study interviews and
document analysis, as well as extensive reference to the relevant literature.
The research was conducted during a period of increasing economic, political and
social pressure to improve the effectiveness and efficiency of public sector services.
The growth of consumerism in the 1980s and 90s had increased pressures on public
libraries to provide an even wider range of quality services at a time of financial
restraint.
The hypotheses for the research were: that marketing principles, which have been
modified to meet the needs of not-for-profit services, are essential for the delivery
of effective public library services; the successful implementation of such relevant
marketing principles and practice in public library services is dependent on a range
of organizational, environmental and cultural constraints.
The research found the hypotheses to be valid; there were a number of significant
constraints on public library marketing, including government legislation, budget
reductions, local government reorganization, and a lack of marketing awareness and
customer orientation. Recommendations included the fundamental reorientation of
library service delivery from a product orientated organization to a customer
focused service; further research to investigate the linkages between marketing tools
and the principles of total quality management; and research into the marketing
training and continuing education needs of senior managers, the marketing
awareness of elected members, and the in-house training of all library staff in
marketing theory and techniques.
Key words: Public libraries; marketing; leisure services; public sector; quality
management; United Kingdom; Republic of Ireland; strategic planning; local
authorities; customer focus.
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Introduction
The operating environment for public libraries
At the start of the 1990s, those charged with the responsibility of managing and
delivering local authority services faced an increasingly complex challenge in a
rapidly changing social, cultural and economic environment. Local government was
committed to the maintenance and development of leisure and library services for a
sophisticated and demanding public, while simultaneously battling against financial
restraints and competition from a growing private sector. Issues which particularly
affected the provision of public libraries and leisure services during the late 1980s
and early 1990s included a general increase in citizens' rights and consumer
expectations of services. There was a general rise in sophisticated public concern
about all aspects of lifestyle in Europe attributed to government policies focusing on
the individual and market forces. Politicians embraced consumerism as a populist
approach, promoting choice and empowerment for the individual consumer
(MacDougall, 1998; Winkler, 1995).
Private sector management practices
One of the political trends throughout Europe over the last twenty years has been
the introduction and encouragement of more efficient market-led private sector
practices in the traditional public sector. To expedite these aims private sector
management practices were introduced into many public services including health,
education and local government. This policy was based on the view that value for
money is achieved through open competition which uncovers inefficiency and
practices that are at variance with the objectives of services.
In the modern marketplace, encompassing both the private and public sector, the
emphasis is on the need to acquire and retain customers. The competitive
advantage, therefore, goes to those organizations which can achieve the most
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successful relationship with their targeted customers. However, applying marketing
techniques in the public service sector is not without its detractors. Some see it as
having a manipulative element creating consumer needs artificially, which are then
satisfied only to the benefit of the organization and not to the benefit of either the
individual customer or to the community. This, in turn, could lead to increased
demand for public services, placing unnecessary strains on government finances
(Graham, 1993). In spite of the detractors, however, and as will be discussed later
in this study, the consensus amongst the majority of academics and practitioners is
that marketing has an important contribution to make to the not-for-profit public
sector.
Competitive tendering and contracting out had been in existence for many years in
terms of public procurement policy (for example in the case of specific UK
Department of Health and Ministry of Defence purchases), but in 1980 the UK
government began a programme of compulsory competitive tendering (CCT) in
local government (the 1980 Local Government Planning and Land Act, the 1988
Local Government Act, and the 1992 Local Government Act). These measures
required local authorities to examine and clarify their corporate objectives and to
review development of policies and programmes. While research showed that
general aims and objectives had been set, in many cases there was a lack of
attention given to setting specific goals and developing evaluation methods (Palmer,
1994), and the widely projected economic benefits were not conclusive (Wilson,
1994). While savings could be made in relation to increased efficiency, this could
be at the cost of greater unemployment, reduced pay, and more part-time staff.
The Education Reform Act of 1988 strengthened the role of central government in
Britain and gave greater financial autonomy to schools through the introduction of
local management of schools (LMS) which largely removed control of schools from
local education authorities. CCT in the National Health Service began in 1983 when
the Griffiths Inquiry recommended a general management approach to health
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service delivery (National Health Service, 1983). The 1989 review of the NHS,
Working for Patients (Great Britain. Department of Health, 1989), led to the
establishment of independent hospital trusts and the internal market between
purchasers and providers of health services. The overall effect of this legislation
and other related publications such as The Citizen's Charter: Raising the Standard
(Citizen's Charter Unit, 1992) was to extend competitive tendering to services of all
kinds from the traditional catering and cleaning contracts to recreation, libraries,
education, health, community and social care. The Labour government in the UK,
elected in 1997, replaced compulsory competitive tendering with their Best Value
initiative which aimed to ensure cost-effective, accountable and improved services
through systematic review, use of performance indicators, and benchmarking (Great
Britain. Department of the Environment, Transport and the Regions, 2000).
Public accountability, consumerism and decentralisation reflected the drive towards
a market led approach to the provision of public services in recent years. The
publication of The Citizen's Charter set out the rights of the public to "expect high
quality services, responsive to their needs, provided efficiently at minimum costs"
(Citizen's Charter Unit, 1992, p.5). It had a considerable impact on public sector
organizations increasing public accountability through market testing (Wilson and
Game, 1994). The introduction of marketing practices in public sector organizations
was based on the assumption that the quality of services would thereby be
improved, as shown in the Charter Mark initiative, which is awarded for a
measurably high quality service (Cabinet Office, 1992).
In Ireland, while CCT was not adopted, the need to adopt a more market oriented
approach to public library and leisure service delivery was recognised (Public
Library Service Review Group (Ireland), 1987; Purcell, 1990; Institute of Leisure
and Amenity Management (Ireland), 1993). The importance of improving tourism
levels and facilities in Ireland was also a significant factor in increasing awareness
of market forces (Dwyer, 1993; Gilbert, 1993).
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The reorganization of local government in the UK during the mid 1990s, and the
creation of more unitary authorities was the major preoccupation of those library
and leisure authorities involved (Walsh and Davis, 1993). These changes had a
major impact on the provision of all local authority services, and particularly on
public libraries (Kinnell Evans, 1991; Audit Commission, 1997; Brockman, 1997).
In the Republic of Ireland the reorganization of local government in the Dublin
area, the creation of eight regional authorities to promote coordination of public
services, and a new strategic management initiative for public services heralded a
need for change in public library and leisure service delivery (Ireland. Department
of the Environment and Local Government, 1996 and 1998).
To summarise, therefore, at the point when the data collection for this study began,
there was already a clear shift of direction evident towards a more consumerist,
market-oriented public service. This shift has, if anything, been accentuated in the
UK by the Labour government's implementation of the Best Value initiative, and
the data collected towards the final stages of the study confirm that the environment
remains focused on a market-oriented approach to service delivery.
The influence of Europe and the United States
The influence of the European Union has played a significant part in the recent
history and development of public sector services in Ireland and the UK. The Single
European Act laid down regulations that most public procurement must be
conducted through competitive tendering processes open to a European-wide market
(European Communities Commission, 1986). In addition, the European Union has
an important influence on the allocation of jobs, the levels of pay, and pension and
redundancy rights of public sector employees (Wilson, 1994). Privatization in
Ireland, the UK and Europe-wide has accelerated since 1992 and has obvious
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implications for strategic planning and marketing in these organizations (Swann,
1992).
Apart from the European influence, events and trends in the United States have
always been significant for British and Irish librarianship. The politicisation of
American public libraries has been one of the most important developments of the
latter part of the twentieth century. The Garceau report, published in 1949, set the
scene by emphasising the significance of the relationship between the librarian and
the politician, on which was based awareness and understanding and the delivery of
an effective service (Garceau, 1949). Since then American public librarians have
gained in political confidence and expertise. The impressive mass lobby by
American librarians of Senators and Congressmen during National Library Week
has been emulated in the UK on occasions such as Save Our Libraries Day in 1992
(Broome, 1993).
During the 1970s and 1980s libraries in the United States suffered as a result of
slower economic growth, inflation and recession, leading to increasing questioning
as to the mission, usage, value, and future of public libraries. The problems
envisaged by an information and communications technology revolution were
discussed in conjunction with the need to improve user satisfaction, income
generation and standards of performance (White, 1983). The importance of
developing a proactive, as opposed to a reactive, library service was argued as
essential in responding to the increasingly fast rate of change in the cultural and
political environment. It was important for libraries to define the mission and
provide an organised framework in which planning could be incorporated into the
management process. More information about the community, increased
accountability, developing partnerships, performance measurements and methods of
evaluation were advocated (Weingand, 1984). Later in the 1980s two major
publications by the American Library Association set out methodologies for service
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planning strategies and output measurement (McClure et al, 1987; Van House,
1987).
Other influential issues debated in the United States included those of intellectual
freedom, library charters (bill of rights) and accountability (American Library
Association, 1992). The importance of income generation and the quantifiable
benefits and value of public libraries for their communities were also debated and
researched in the 1990s (Engel, 1996; Mielke, 1996; St Lifer et al, 1996; St Lifer,
1997). The future of public libraries in the digital age was investigated by the
Benton Foundation (1996) which surveyed senior librarians and the public on the
function and role of libraries. The fundamental issue was the place of libraries as
centres of electronic information access versus the need to attract the funding
required for all the resources demanded by the public. The American Library
Association is promoting a campaign, Equity on the Information Superhighway, to
demonstrate that libraries are the nation's information infrastructure and provide a
forum for discussion of the key issues of public access to electronic information
(Turock, 1996).
Demographic and socio-economic factors
Influential demographic and socio-economic factors in both the UK and Ireland
included an increase in the middle-aged and elderly population, changing family
structures, and an increasing diversity of ethnic minority cultures and populations,
all of which have affected the role of the library service in terms of new challenges
in meeting community needs (Chomhairle Leabharlanna, 1999; Comedia, 1993;
Roach and Morrison, 1998). The growth of open learning initiatives and great
advances in information and communications technology, including the Internet,
also had an enormous impact on libraries in terms of resourcing and service
delivery. The public library became the ideal centre for open learning schemes,
individual study programmes, as well as homework and student study. The increase
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in modern information technologies had a fundamental effect on public library
services, potentially transforming the library into a gateway to the world's
knowledge, yet at the same time increasing the problems of adequate funding and
staffing (Comedia, 1993; Aslib, 1995; Library and Information Commission, 1997;
Line, 1997; Chomhairle Leabharlanna, 1999).
Ireland has experienced a doubling in size of its economy between 1987 and 1999,
and continues to grow more strongly than any other OECD country (Harney,
1998). This economic success brought problems of skills shortages, particularly in
the area of information and communications technology. Simultaneously, during the
1990s, the information society was rapidly expanding (Chomhairle Leabharlanna,
1999).
Underpinning these changes to the socio-economic environment, improved
productivity in European agriculture and industry generally led to a more complex,
less self-sufficient and wealthier society with increasing demand for specialized
services and amenities. As Bell explained:
A post-industrial society is based on services. Hence, it is a game between
persons. What counts is not raw muscle power, or energy, but
information.. .If an industrial society is defined by the quality of goods as
marking a standard of living, the post-industrial society is defined by the
quality of life as measured by the services and amenities - health, education,
recreation and the arts - which are now deemed desirable and possible for
everyone (Bell, 1974, 127-8).
Marketing for the public sector
While marketing of not-for-profit public services was a relatively new discipline, it
is now widely accepted as an essential part of management in this sector, whereas in
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the past marketing was seen as unnecessary and positively deprecated as profit-
oriented commercialization. Modern thinking supports the view that marketing is
essential in providing a customer-oriented service and informs the entire
management strategy (Cronin, 1984; Kotler and Andreasen, 1996). Marketing was
accepted as vital if not-for-profit public services were to survive in the modern
competitive world and provide the needs of targeted consumers. Local government
personnel needed to adopt a marketing approach within the political environment
while remaining subject to public accountability. This means marketing activity was
constrained and high risk campaigns were discouraged. However, public sector
marketing overall has increased in terms of manpower and skills development
(Latham, 1991). The developmental process of marketing practices in local
government differed markedly in the UK and Ireland as this study will show, but in
both countries many of the same influences and pressures were exerted on library
and leisure services. The importance of the market led approach to public libraries'
service delivery increased incrementally in the face of these relentlessly rising
pressures.
The challenge of public sector marketing is to overcome the historical lack of a
customer-centred culture and to encourage the growth of objective setting and
evaluation. One of the persistent dangers of the competitive market-led economic
environment is the tendency to overlook the specific needs of customers in the
compulsion to improve efficiency and cost-cutting. In public sector services there
are many obstacles obscuring the way to a truly customer focused culture. These
may be of political origin ranging from the interference or dominance of central
government to the confusion between local political wrangling and management
policies. The need to ensure cost-effectiveness at the expense of quality is a strong
pressure on many organisations and may often result in unsatisfactory short-term
plans which reveal a lack of commitment.
This research was conducted in the context of increasing economic and political
pressure to improve the efficiency of public sector services. As referred to above,
in the UK this pressure originated mainly in government legislation to introduce
compulsory competitive tendering (CCT) and Best Value initiatives, increase the
privatization of services, and the extensive reorganization of local government. In
Ireland there were moves to increase the use of the private sector to provide aspects
of local government services, and to increase accountability. At the same time
library services in both countries were suffering serious financial cut backs.
The thesis investigates the application and implementation of marketing practices in
public library services within a thematic framework based on issues of particular
significance to the not-for-profit public sector. These themes became apparent
during the research of the literature and in the data accumulated in the questionnaire
survey, subsequent interviews, and the document analysis. As shown in chapter
one, there was very little existing empirical research in this area, and, therefore, the
recommendations in this thesis are targeted at senior managers, policy and decision
makers in the public library and information sector.
Structure of the thesis
The hypotheses to be tested are developed in conjunction with a review of the
literature in the first chapter. The aims and objectives of the thesis are set out
followed by the methodology used in the research including the sampling procedure
and the response rate to the survey. Chapter two provides a brief historical context
for the development of library and leisure services within local government
structures in the UK and Republic of Ireland. The range and development of
services as revealed by the survey is discussed with particular reference to the issues
involved in defining the mission and service planning. In chapter three the
development of marketing management strategies is examined in the context of a
consumer-oriented public sector. The structures and organization of marketing in
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library and leisure services is described as evidenced by the development of aims
and objectives and strategic planning documentation, and by the use and
implementation of marketing plans. The relevance of the marketing mix in library
and leisure services is discussed in chapter four, while the need for market
segmentation and the development of targeting policies are examined in chapter
five. In chapter six the influence of cultural and organizational constraints on
service marketing is considered in the light of significant changes in local
government over recent years. Quality management in service delivery and the
extent of customer orientation with the consequent implications for effective
training for librarians are investigated in chapter seven. Chapter eight is devoted to
a discussion of the way ahead, followed by the conclusions derived from the study
with a consideration of the needs for further research.
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Chapter One
Research objectives and methodology
1.1 Introduction
This chapter sets out the objectives of the research within the context of the
literature and the development of the hypotheses. The methodology used in the
research is explained and the response rate to the survey is described.
1.2 Objectives of the research and development of the hypotheses
A study of the literature from the general area of public sector marketing to the
specific level of public library marketing was undertaken to identify areas of
interest and concern. It was decided to emphasize material from the UK and
Ireland, as this was most germane to the subject and the particular experience of
local government services in these countries. This literature study has been
embedded in the body of the thesis to ensure that full reference is made throughout
the analysis to the extensive range of sources consulted.
The development of research hypotheses was considered crucial in providing a
coherent focus to the study. Much of the existing literature was concerned with the
problems of relating the traditional marketing functions to public services, yet the
lack of empirical research data meant that there had been little evidence on which to
base these assumptions and opinions. The most relevant literature is referred to in
order to indicate the development of the research hypotheses.
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1.2.1 A customer orientated approach
The development of the role of public libraries throughout their history has been
well documented, from one of education and self improvement towards the present
attempt to provide all the information as well as recreational needs of the public
(Kelly and Kelly, 1977; Luckham, 1971; Totterdell and Bird, 1976; Cronin, 1984).
As the Comedia (1993) report highlighted, public libraries have increasingly taken
on new roles as a result of demographic and political changes, both local and
national. Serving the needs of a multi-cultural, multi-ethnic community, providing
materials and study areas for students and adult learners, promoting and supplying
venues for arts events and community activities, and providing a haven for the
casualties of the "care in the community" policies, have all become part of the role
of the modern public library:
In effect the library has become a service provider of the last resort. This is
not necessarily a happy scenario, because it both confuses librarians as to
what their own precise role is, and often forces them to undertake tasks for
which they are not necessarily equipped or trained. It means that libraries
are active in policy areas which are not their own, and without the strategic
connections that would make involvement more coherent and effective
(Comedia, 1993, 20).
The identity crisis described here by Comedia, is one of the most important issues
which public libraries in the UK and Ireland have had to confront in managing the
changes of recent years. Nine years earlier Cronin had described the same situation:
In attempting to be all things to all men, [the library] may fail to satisfy
some or all of its constituent markets, and in so doing, be unable to
demonstrate that it, in fact, fulfills a coherent and integrated set of social
functions (Cronin, 1984, 36).
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The need for a planned market oriented or customer focused approach to public
library management was highlighted by a number of American and UK writers in
the 1970s and 1980s. The importance of the library customer was stressed by
Oldman in 1977 who noted the lack of user orientation amongst information
professionals, and argued that marketing had much in common with, and much to
offer library and information services. Dragon (1983) also discussed the value of
marketing in relation to libraries and the lack of attention to community needs:
The product is given and its value to the public is presumed. The task of
marketing becomes one of convincing the public that it ought to value the
product as much as the library staff does (Dragon, 1983, 130).
Cronin, while stating that the library profession had "favoured a minimal approach"
to marketing its services in previous years, claimed that by the 1970s it had begun
to move from a service to a user oriented management approach. He argued that
librarians had accepted the value of marketing as a management strategy at a time
of economic restraint, but still tended to operate in a passive mode:
The failure to demonstrate (voluntarily) the social utility of libraries, and the
failure to develop and apply persuasive performance measurement
techniques means that the service has left itself open to criticism and attack
(Cronin, 1984, 43).
The customer focused culture, as described by Macaulay and Clark (1998) is
essential in service delivery, and yet culture is resistant to change, as a study of the
literature over the last 30 years reveals. Effectiveness measures based on quality
performance review have developed slowly in public libraries since Luckham
(1971) and the Public Library Review Group (1971) discussed the problems
associated with measuring library effectiveness. The need to relate service aims and
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objectives with the needs of specific community groups was argued in The effective
library by Totterdell and Bird in 1976. During the 1980s there was a notable lack of
debate as to the focus of public libraries (White, 1990). It was only with the
publication of the King research for the Office of Arts and Libraries in 1990 that
practical performance indicators for UK libraries were available to meet the new
drive for public accountability in local authority services (Great Britain. Office of
Arts and Libraries, 1990). Recent research has stressed that quality management
principles and practices are essential for the development of the customer oriented
services required to survive in the present market environment of local authorities
(Brockman, 1997).
The importance of a customer focused approach to public library management was
noted in Ireland by Ellis-King in 1988. She highlighted the importance of
communicating with library users and non-users:
As communicators, our primary concern must be to satisfy the information
needs of our clientele through appropriate and available means (Ellis-King,
1988).
A review carried out by the General Consumer Council for Northern Ireland found
that the library service was too remote from the public, lacked information on
public needs and required greater public involvement in service development
(General Consumer Council for Northern Ireland, 1995).
The significance of the customer orientated approach to service delivery and the use
of marketing principles and practice to facilitate this approach is examined in this
study in relation to the various constraints experienced by library managers.
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1.2.2 The application of marketing principles
The broadening of the marketing concept from the traditional business environment
to involve other areas such as education, health, and social programmes was
heralded in a paper from Kotler and Levy (1969). They suggested that the
traditional marketing approach used by commercial organisations would provide a
useful framework for not-for-profit organizations of many types and that the aim
was not whether they introduced marketing or not, but whether it was used
effectively. Social marketing was the term introduced originally in the 1970s as:
The design, implementation, and control of programmes seeking to increase
the acceptability of a social idea, cause, or practice in a target group
(Kotler, 1980, p.20).
The aim was to achieve social change (such as improving standards of health and
education, increasing recreation opportunities and fitness, or putting across an
ideology) within a reasonable amount of time by using marketing practices to
motivate the public, while at the same time improving the efficiency of the
organizations involved. Although there was still resistance in the public sector to
marketing with its hard-sell image, it was argued that marketing was basically a
voluntary exchange between different sections of society (Razis and Razis, 1993).
Foxall argued that market orientated management was not possible in not-for-profit
and government organizations which "face radically different market conditions",
while admitting, however, that:
the techniques involved in customer research, strategic planning, marketing
mix management and marketing control are applicable to a wider range of
organizations than has been traditionally assumed (Foxall, 1989, 16).
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Foxall stated that the consumer-orientated approach was only appropriate in some
cases and was unlikely to translate effectively to the not-for-profit sector. The
institutional framework of local government, he suggested, precluded the
implementation of sustained customer-oriented management in leisure services:
local authority sports and leisure centres have not generally been developed
in a comprehensively user-oriented way, nor are they ultimately responsive
to the market place (Foxall, 1984, 30).
Foxall (1984) argued further that leisure managers were not responsive to the
market, and that they did not study the market in order to facilitate decision making
on pricing or service development. The application of marketing strategies in
relation to these issues is investigated in this research.
While allowing that the marketing approach of leisure service managers must be
different from the traditional methods used by commercial organizations,
Torkildsen described how marketing was essential to change the direction of the
traditional service oriented view of management in local authorities. This led to the
provision (without research) of expensive facilities by authorities, who then sat back
and expected the public to use them:
The marketing way reverses the process and starts with the customer. It is
market-led (Torkildsen, 1992, 342).
This thesis seeks to investigate the extent of a customer focused approach in library
service provision and the constraints that affect its adoption in the local authority
environment.
The reluctance of managers in the public sector, and especially in local government
services, to adopt marketing principles and practice was based on suspicion of
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commercial management methodologies, a lack of awareness of the applications of
marketing theory to not-for-profit services, combined with the constraints associated
with the bureaucratic nature of government (Rijcke and Duyck, 1977; Cowell,
1984). In their seminal work on marketing in the not-for-profit sector, Kotler and
Andreasen (1996) refute the idea that marketing is unnecessary, intrusive and
manipulative:
Fortunately, the view that marketing is undesirable because it is unnecessary
has faded away, in part because nonprofit managers and their supporters
have learned the potential of marketing and in part because they have been
starkly confronted with the	 for it (Kotler and Andreasen, 1996, 22).
They argue that marketing is no longer considered a radical approach to dealing
with the problems of customer orientation in not-for-profit organizations, and that it
is now "well into its maturity as an effective management tool" (Kotler and
Andreasen, 1996, 29). Public sector services have a unique environment with
different cultural and organizational conditions in which to operate; adopting a
marketing approach involves problems such as managers with a poor appreciation
of marketing principles, and difficulties in measuring marketing objectives of
service quality. Kotler and Andreasen propose the view that a commitment to
customer-centred marketing must be made by senior management in order to
achieve effective service delivery.
Cronin has asserted that while the number of marketing conferences and workshops,
journal papers and books had increased enormously during the 1980s, librarians
merely paid lip-service to marketing principles and practice:
Certainly attitudes changed markedly during the 1980s, and now marketing
is recognised as an integral part of library management, even if amateurism
remains the order of the day... it is debatable whether progress has been as
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rapid or convincing as might have been expected: much chattering and
scribbling, to be sure, but few landmark successes (Cronin, 1992, xii).
Walsh also noted the lack of a marketing orientation in UK public sector services in
the past, and that, while specific techniques had been employed, marketing "was
marginal to the core public services" (Walsh, 1994, 63). He argued that the new
consumerism of the 1990s was central to the change in management attitudes which
has led to a more positive and proactive approach to marketing in public services.
However, the constraints and ambiguities of local authorities, he contends, made
the adoption of marketing "as a set of ideas" difficult to apply to public services:
Marketing for the public service will need to develop a psychology of
citizenship to match the psychology of the consumer (Walsh, 1994, 70).
Accordingly, the review of the literature has informed the development of the
hypotheses for the present research. This was based on the need to consider the
extent of a marketing orientation in public libraries in relation to the wide range of
constraints which may affect the implementation of marketing principles and
practice. The research hypotheses are that:
1. Marketing principles, which have been modified to meet the needs of
not-for-profit services, are essential for the delivery of effective public
library services.
2. The successful implementation of such relevant marketing principles and
practice in public library services, is dependent on the following
organizational, environmental and cultural constraints:
• the extent of customer orientation and marketing expertise in the
library service;
• the political environment and the influence of both local and
central government policies on resourcing and service delivery;
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• the movement of local authority culture towards a market-focused
orientation.
1.2.3 The lack of empirical research
As Cronin indicated above, the actual extent of marketing orientation in library
services was not clear, in spite of the wealth of literature and activities devoted to
the subject during the 1980s. Although marketing practices had been developing
gradually in both leisure and library services during the 1970s and 1980s, there had
been little evaluative research on this sector, and none that compared the allied
services of libraries and leisure. During the 1980s a number of authors highlighted
the lack of empirical research in this area. For example, Yorke was concerned with
broadening the concept of marketing from its popular interpretation of selling and
promoting goods to a corporate philosophy which was as relevant to the not-for-
profit public sector as to the commercial sector. In describing the differences and
similarities with the business world, he identified earlier initiatives in the
application of marketing in local government within the context of growing
economic pressures. He noted, however, that
there would seem, as yet, to be no coordinated approach to this wider
concept of marketing in the UK and what literature there is cannot be said to
constitute a body of knowledge upon which the managers of non-profit
organizations can draw (Yorke, 1984, 21).
Foxall (1984), as discussed above, was doubtful as to the application of marketing
in the public leisure sector, and asserted that the extent to which organizations could
use marketing to become more aware of community needs could only be determined
through empirical research.
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In her work on the development of public library management strategies Kinnell
Evans noted the lack of:
theoretical work for the strategic management of public sector services, and
the need for comparative studies across a range of service disciplines to aid
in the development of relevant theory (Kinnell Evans, 1991, 155).
She goes on to point out that there had been little research to chart the change in
management practices in public libraries, and that work on the impact of
management structures was needed to enable managers to develop strategies in the
future. Whereas the literature relating to the commercial for-profit sector was
frequently both relevant and useful in the development of marketing theory it did
not provide the essential knowledge or insight into the specific political or
professional pressures encountered by library and leisure services managers.
In Ireland the lack of literature in this area clearly indicated the need for research; a
point which was emphasized as recently as 1998 in a government review of public
libraries. This report noted that marketing of Irish public libraries required
significant improvement, and that generally:
research into issues of relevance to public libraries in Ireland is inadequate
and needs to be improved (Ireland. Department of the Environment and
Local Government, 1998, 101).
The research was begun, therefore, in a context of significant change in local
authorities and little previous evidence on which to base major management
reorientation. The aim of the research was to make a contribution to the amount of
empirical research available on the development of a strategic marketing approach
in public libraries.
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1.3 Research objectives
The overarching research objectives were to evaluate the extent of marketing
practices in public library authorities in the UK and Republic of Ireland. While
libraries are the main focus of this study, it was considered useful to compare them
with local authority leisure services to provide a contextual framework. Leisure
services were chosen as a comparator for a number of reasons. In spite of many
arguments against the trend, by 1980 public libraries had become increasingly
regarded by local authorities as a mainly recreational service (Hilliard, 1979;
Corbett, 1979). As a local authority service, recreation/leisure services had many
elements in common with public libraries in terms of local authority ethos, culture
and control. While it was clear that the range of leisure services (discussed in detail
below in 2.3.2) covered an even wider spectrum than the increasing range offered
by libraries, from swimming pools, allotments, parks and playgrounds to camping
Sites, markets, and cemeteries, there were nevertheless many areas of similar or
overlapping interest. These areas included arts and cultural activities of many types,
such as exhibitions and events of historical or heritage interest. A number of areas
which were frequently the responsibility of leisure services involved extensive
information provision, such as tourism, museums, galleries and information for
specific events (see Tables 8 - 12 below in 2.3.2).
Other areas of similarity between libraries and leisure services included their
educational, social and health promotion role. Leisure departments devoted a large
proportion of resources to tuition, instruction and training of customers in various
sporting activities, safe play, and in the use and benefits of different equipment and
exercise routines for a healthy lifestyle. The increasing role of leisure services in
promoting health was enhanced by the significant growth in interest in fitness
generally and in recent years by the number of direct referrals from GPs to leisure
centres and gyms (Smith, 1994; Fox et al, 1997). The provision of social facilities
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for the public such as cafes, shops, exhibition areas and meeting places was another
area in common with libraries in many authorities.
Common issues confronting leisure and library managers included the environment
of change during local authority reorganization and central government policy
changes; the competition for scarce resources; the need for accessible, up to date
and purpose built accommodation; and the necessity to cater for the new
multiculturalism in society (Clark and Critcher, 1985). While leisure was not a
statutory service like libraries, managers felt it was essential to show that
investment in leisure would benefit the community both socially and economically
(Smith, 1994).
An important reason for comparing the development of marketing in public libraries
with that in leisure was the increase in the number of local authorities converging
these two services during the 1970s, 1980s and into the 1990s (Usherwood, 1979).
Further, the fact that at the start of the 1990s leisure services were already facing
the challenge of CCT and that libraries were being considered for possible future
inclusion, meant that many lessons could be learnt from the necessary management
changes. The need for leisure services to adopt more market oriented quality
management and marketing strategies could be expected to have an important
influence on other services such as libraries, particularly where these services were
converged. While many services provided by leisure services departments were
provided free, such as parks and playgrounds, other services like swimming and
sports centres, though heavily subsidized, made a direct charge to users. The
necessity, therefore, for leisure services to operate on a greater cost-recovery basis
than public libraries inferred a greater incentive to adopt marketing principles and
practices (Torkildsen, 1992). The increasing emphasis by both central and local
government on cost-effectiveness, cost recovery and income generation was the
overriding issue in the late 1980s and early 1990s in both local authority leisure and
library services. A comparison of the marketing practices of leisure departments
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and library services would provide valuable new data on the progress and processes
involved in the new management structures and strategies. This would facilitate an
understanding of the relevance and adaptability of marketing policies for public
libraries.
The empirical research included both quantitative and qualitative methodologies to
assess marketing strategy development and implementation in libraries, with the
emphasis on the behavioural methods and views of senior managers. This research
study aimed to provide data from which conclusions could be drawn on the
effectiveness of marketing strategies in the context of the increasing convergence of
leisure and library management in local authorities.
More specifically, the research objectives were to gain an understanding of the
following areas:
I. The extent of the market orientation of library services and awareness of
the importance of customers to the organization.
II. Marketing mix practices and policies -
• product/service range;
• new service development in relation to market needs;
• pricing policies - market based or social cost;
• income generation versus social services;
• comparisons with competitors;
• methods of promotion;
• distribution of services beyond traditional service base;
• physical evidence of marketing practice (location, logos, sign-
posting, image);
• staff performance and quality service;
• use of information technology.
III. Management information:
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• usage information;
• research studies of local community;
IV. Marketing aims and objectives.
V.. Strategic plans linking marketing mix components to target customers.
VI. Marketing planning - frequency of review, analysis of strengths,
weaknesses, opportunities and threats (SWOT).
VII. Marketing resources - finance and staffing expertise, training.
VIII. Marketing constraints -value of marketing in the local authority, role
and support of elected members.
IX. Future opportunities for marketing of public libraries.
The information provided by the research was studied with reference to the
hypotheses that relevant marketing principles are essential for the delivery of
effective public library services; and that the successful implementation of
marketing principles and practice in libraries is dependent on a variety of
organizational, environmental and cultural constraints. Conclusions and
recommendations for further research are included in chapter eight.
1.4 Methodology
The research for this thesis was planned to provide extensive breadth of data
through a questionnaire survey, including opportunities for free comments, while
follow-up interviews would explore the depth and significance of key issues through
the experience of purposefully selected managers (see below).
As explained above, the research set out to investigate the extent of planned
marketing activities in public library services and to compare these activities with
local authority leisure services in the UK and the Republic of Ireland. Further, the
intention was to study the levels of understanding and application of marketing
practices to service delivery exhibited by managers. A combined methodology using
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quantitative and qualitative research was used involving a questionnaire survey and
in-depth case study interviews. The rationale behind this was to benefit from both
methodologies by using quantitative methods to systematically obtain accurate data
reflecting the overall use of marketing practices, followed by qualitative in-depth
interviews to probe the detailed nature of attitudes and responses. This approach
would provide a greater insight into the subject by applying each type of
methodology to appropriate aspects of the research. While quantitative research,
such as typically applied using questionnaire methodology, provides essential data
on frequency, amount and extent of activities, qualitative research investigates the
underlying "nature of the phenomenon" and provides information on the structures
and motivations of activities (Slater, 1990, 110). While questionnaires may produce
much useful quantifiable data to facilitate the precise analysis of trends, the data are
necessarily limited and provides an overall view expressed in very controlled terms.
Most of the early sociological research in leisure areas was of a highly pragmatic
nature and lacked any theoretical framework (Veal, 1992). The quantitative
approach adopted in the research was based on constructing models of behaviour
from survey data gathered from different groups in the community, using statistical
information to predict their behaviour. This approach was later rejected as being too
pragmatic methodologically (Kelly, 1980). It was argued that research methods
should be based more on theoretical reasoning and qualitative evidence from a small
number of case studies rather than large numbers of 'anonymous' questionnaire
responses (Rapoport and Rapoport, 1975). In recent years a large number of
research methodologies have been used increasingly by sociological researchers in
the leisure field including quantitative, qualitative and experimental methods.
Quantitative and qualitative approaches to research have been moving closer
together and are now frequently used in conjunction, as in triangulation research
methodologies (see below), (Veal, 1992; Fielding and Lee, 1991). This is now a
recognised technique in social sciences research, although in the early 1990s there
was little evidence of its use in the leisure or library sector (Veal, 1992).
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The use of a number of methodologies is also the predominant characteristic in the
phenomenological approach to social science research (Johns and Lee-Ross, 1998).
It has been argued that as management issues are usually the result of complex
activities a wide ranging approach to their study is necessary. Since social science
research aims to reveal as much as possible about a particular phenomenon
(problem, structure or occurrence), a number of techniques and methodologies may
be used in an integrated way. The comparison of results achieved from the various
research techniques enables the findings to be seen from a number of different
perspectives:
These methods may seem less structured than quantitative techniques, but
this does not mean they are less effective or that less planning is involved
(Johns and Lee-Ross, 1998, 122).
Kelly (1980) stated that more qualitative research into the leisure sector was
necessary, arguing, for example, that:
• the method reflects the leisure experience being a qualitative activity with face
to face interaction;
• quantitative research is impersonal;
• it is better able to measure change over a period of time and take account of
gradually changing lifestyles, experiences and influences.
A set of criteria for qualitative research proposed by Ryan (1995) highlighted the
importance of credibility, transferability, dependability and confirmability. The
research must be acceptable and relevant to other organizations; its findings must
support related theories and similar organizations should be able to duplicate them.
Ryan's criteria reflects the grounded theory approach to qualitative research
developed by Strauss and Corbin (1990) which is, in turn, based on
phenomenological theory as discussed above.
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The research for this thesis comprised a quantifiable statement based on national
questionnaire surveys followed by a qualitative longitudinal study of a small number
of library and leisure services over a period of eight years. The questionnaire data
collated for this study provided an essential baseline contribution to the research
supplying information that was not available from any other source. It was also
essential in order to obtain a national picture of developments in marketing practice
to provide a context for the case study material.
The study placed an emphasis on the qualitative aspects of the research, including
case study interviews and documents produced internally by the authorities, such as
strategic plans, reports and surveys. This information was updated regularly during
the period of the study (see below at 1.5). Interviewing has become a favoured
method of research among social scientists as it facilitates a view of organizational
processes from a personal perspective (Hughes, 1996). The cooperation required
between researcher and manager often provided the basis for a relationship where
information was freely given and contacts were maintained over several years.
A literature search was instigated by searching the relevant databases, followed by a
study of abstracting and indexing services, journals, bibliographies and monographs
covering the area of marketing in general and marketing in the public sector in
particular. The literature search was updated constantly throughout the period of
research and writing up. Databases searched regularly over the period of the
research included the following:
ABI Inform
American Social Science Index and Abstracts (ASSIA)
British Humanities Index
CAB Abstracts
Current Research in Library and Information Science
Dialog Web
Emerald Library
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ERIC
Factfinder
Institute of Scientific Information
Irish Business Index
Irish Times on web
Kompass Ireland
Library and Information Science Abstracts (LISA)
The questionnaire was designed to elicit basic data on the use of marketing practices
in local authority library and leisure services, their product range, staffing levels,
use of performance indicators and existence of planning documentation. From this
survey the participants in the interviews were selected (see 1.7 below), providing
the qualitative material, with additional internal documents including, for example,
aims and objectives, service reviews and plans, marketing strategies and other
management information. This methodology (described in more detail below) was
successfully used in a number of other studies conducted by the author and other
researchers in recent years. Sater conducted many research studies in the library
and information field and exploited many types of quantitative and qualitative
research methods in her work during the 1970s and 1980s (Slater, 1979; 1980;
1984; 1988). She stressed the value of qualitative research as having a role:
not only in mapping or defining the nature of the research problem, but
particularly in investigating its more sensitive aspects. Its role is not just that
of an adjunct to quantitative research. It is a major research mode in its own
right (Slater, 1990, 116).
A further theoretical justification for using qualitative as well as quantitative
methods of research include the fact that purely structured research imposes too
much of the researcher's view or prejudices. By employing qualitative methods the
major issues to be investigated in detail are raised during case study discussions
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over an extended period. This provides the opportunity for interviewees to describe
their situation and to raise issues of concern without the restrictions imposed by a
questionnaire (Veal, 1992).
The significance of the cultural element of organizational management and change
is an important aspect of this research. In the past popular assumptions about
appropriate data could impede an understanding of major issues. For example, the
assumption that the assessment of organizational structures should be made based on
quantitative data, and culture on qualitative data:
Culture is dismissed as the ephemeral world of thoughts and feelings, and
whether it is manifest as behaviour is often challenged (Fielding, 1988, 11).
The cultural aspect had frequently been related purely to qualities ascribed to
individuals rather than as an overall element of organizational and social structures.
As a result research in the past has revealed little about cultural patterns and
influences in public sector organizations (Fielding, 1988).
The author's experience in a number of public sector research studies also
contributed to the choice and application of appropriate methodologies for the
present study. Quantitative research methods using questionnaires were utilized to
investigate participation in continuing education activities by library and
information professionals, and in a study of the information needs of healthcare
professionals in the Republic of Ireland (MacDougall, Lewins and Tseng, 1990;
MacDougall, 1995). In the latter study the follow-up scheduled interviews with
information users and providers facilitated a far deeper intrinsic view of the relevant
issues and problems than the basic figures generated by the questionnaire alone. An
earlier report into the use of information in the National Health Service was based
on documentary evidence and consultations during 1991 with a wide range of
individuals involved in, or concerned with, the provision of healthcare information.
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These consultations were carried out using a combination of scheduled telephone
and personal interviews. (MacDougall and Brittain, 1992). This methodology was
later extended in another study which investigated the provision of consumer health
information in Ireland. This work involved using a combination of primary research
and secondary literature sources with an extensive programme of scheduled
interviews, case studies and study visits (MacDougall, 1998).
Research by Kinnell Evans published in 1991 also manifested the benefits of a
combined qualitative and quantitative research methodology. Here the interviews
with recently retired chief librarians provided a detailed view of how management
strategies had evolved during a period of change in public libraries. The taped
interviews were placed in a wider national context with the data from a national
survey of all chief librarians in post in 1990. This process was designed so that:
data from the interviews and questionnaire responses could be considered
together (Kinnell Evans, 1991, 10).
Case study interviewing has become a technique used by many researchers in the
area of social science generally and in library and information science specifically
(Hughes, 1996). Usherwood, for example, in his 1992 thesis used an interview
methodology whereby:
the interview schedule was designed to yield qualitative rather than
quantitative data. This was felt to be the most appropriate approach given
the objectives of the study (Usherwood, 1992, 25).
A small amount of statistical analysis was employed by Usherwood where scales
were used, to complement the qualitative material, but the majority of the research
was based purely on the in-depth interviews with elected members of local
authorities.
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A triangulation research methodology has been used in the present study whereby
the quantitative analysis of the questionnaire survey was integrated with the
perceptual data of the interviews and the policy information of the documentary
evidence. Thereby a richer picture is provided of the issues and attitudes influencing
senior managers in marketing public library services, with the addition of a
comparator in leisure services. As Bickman and Rog have explained, applied social
researchers:
.must work in real-world settings, and because they often use multiple
measures of effects, they are more likely to use multiple research
methods.. .it may also be a strategy used to triangulate on a difficult problem
from several directions, thus lending additional confidence to the study
results (Bickman and Rog, 1998, xiv).
The triangulation approach uses techniques which provides overlapping
information, and while the research was spread over a number of years, information
gathered at earlier dates was updated regularly from documentary evidence such as
annual reports and policy documents; interviews by telephone and in person; and
research and statistical reviews and reports such as those produced by the Library
and Information Statistics Unit (LISU), the Chartered Institute of Public Finance
and Accountancy (CIPFA), the Institute of Leisure and Amenity Management
(ILAM), ILAM Ireland, the Institute of Public Administration (Ireland) and the
Library Association of Ireland.
Many of the benefits from triangulative approaches result from the fact that
different techniques cast different lights on a research subject (Ryan, 1995,
143).
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The triangulation of research methods as a method of enhancing the validity of
qualitative data is also expounded by Yin (1998), specifically in relation to case
study research (see 1.7.5 below). The case study technique was felt to be
particularly appropriate in this study of public libraries and leisure services, as
Busha and Harter state, especially in relation to:
the role of libraries as social institutions - that is, their social control,
performance, and impact on society in general and special groups in
particular (Busha and Harter, 1980, 152).
Several case studies are needed to provide a range of data for comparison and this
must be supplemented by information from other research methods (Busha and
Harter, 1980). As discussed by Hughes, (1996), the importance of the interview
schedule or guide was considered very important in this study to increase the
completeness of the data, to facilitate systematic collection of information, and to
provide a framework for the interview (see 1.7.5 below).
1.5 Time frame
This study was phased over a period of time, in that the UK survey and initial
interview data were collected during 1991-2 and the Republic of Ireland study was
conducted during 1994-5. Further interviews were also conducted to monitor
developments in all the case study authorities between 1996 and 1999. This staged
approach was used in order to record developments over an extended period. The
research was begun in the UK in 1991 at a time when this last decade of the
millennium looked set to be one of great change for local government, and for
libraries and leisure services in particular. As will be explored in greater depth
during this study, it was a time when local government reorganization was again on
the agenda, with the financing of public services continually under review, the
future of many in doubt, and some already suffering extensive cutbacks (Peters,
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1988; Handy, 1989; Library Association Record, 1990). The survey was conducted
to gauge the level of marketing practice and expertise in public libraries at a time of
retrenchment and in an increasingly complex competitive environment.
The comparison with another country was planned in order to test the hypotheses
developed during the UK study in a different environment both developmentally
and culturally. It was important to gain an overview of the situation in the UK
before applying the same methodology with slight adjustments to another country.
In this way the methodology could be tested under a different system and
knowledge gained from the earlier study would inform the later research. The
Republic of Ireland was chosen as a comparison because of its nascent
developmental stage in relation to its history as an independent country and its
adoption of management practices in local government, as revealed in the literature
and in initial consultations with An Chomhairle Leabharlanna (the Library
Council), the Institute of Leisure and Amenity Management (ILAM) Ireland as well
as other key personnel 1 . Ireland was also a convenient choice as the main language
of communication is English, and the system of local government is broadly based
on the British framework imposed in the nineteenth century (see chapter two). A
further justification was that no research of this kind had been conducted on the use
of marketing techniques by local government services in Ireland before the present
study.
These included:
Michael McDonough, Chairman Cospoir (National Sports Council) Research Conirnittee.
Greg Knipe, Senior Lecturer, Department of Business Studies, University of Limerick.
Kevin Healy, Manager Dublin City University Sports Complex.
Ann Sinnott, Senior Lecturer, Business School, Dublin City University.
Roddy Gaynor, Director, ILAM Ireland.
Leisure managers at an ILAM Ireland national conference in Wexford.
Alastair Smeaton, Senior Librarian (Development), Dublin City Libraries.
Fionnuala Hanrahan, County Librarian Wexford and Vice President Library Association of Ireland.
Alun Bevan, Information and Research Officer, Chonthairle Leabharlanna (Library Council).
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NB. The Republic of Ireland (ROT) is generally referred to throughout the thesis as
Ireland, as is the practice in the country itself. For abbreviation/space purposes ROT
is used in the tables. Northern Ireland is referred to specifically as such if it is being
distinguished from the rest of the UK.
1.6 The questionnaire survey
A questionnaire survey was used primarily to quantify as far as possible the actual
extent of marketing practices in public library services in order to identify national
trends and developments. By comparing these data with those relating to local
authority leisure services, an insight would be achieved into levels of performance,
issues, and problems encountered which could then be further investigated in
interviews. Copies of the questionnaires are provided in Appendix A.
As explained by Mann (1990, 55), many questionnaires fail by being too long or
through attempting to gain too much depth from their respondents by making
questions too complex, rather than concentrating on the purely quantitative aspects.
This leads inevitably to confusion or boredom for the respondents and so to a low
response rate. It was therefore considered essential that the questionnaire for this
study was designed to be as short as possible with most questions to be answered
simply with a tick, while providing ample opportunities for comments. Most
questions invited the respondent to provide additional or "other" details and some
also provided space for comment. A small number of open ended questions were
included in order to gain specific information (for example on reasons for
introducing new services) and to provide a picture of managers opinions and
attitudes to certain issues.
It was also essential to design a questionnaire with as little jargon as possible. It was
clear, as a result of experience gained during the piloting process (see below), that
many respondents had minimal marketing expertise and/or knowledge of the
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literature. It was important not to deter respondents through use of complex or
confusing terminology when phrasing questions. In addition, it was necessary to
take care in phrasing questions of a potentially sensitive nature, such as those
pertaining to costing and charging for services.
Separate questionnaires were administered to chief librarians and chief leisure
officers to avoid unnecessary confusion on the part of respondents and to make the
questions specific to each sector. The questions were almost identical apart from
those differences in wording to allow for variations between the services, such as
the listing of services provided and so on. One additional question to librarians dealt
with charging for library services which was as issue of great concern and
preoccupation in public libraries.
1.6.1 The pilot studies
The UK questionnaire was drafted and discussed with colleagues prior to testing on
senior officers in Leicestershire and elsewhere2.
2 These included:
Colleagues -
Dr Margaret Kinnell Evans, Dept. of Iiiformation and Library Studies, Loughborough University.
Professor Sue Glyptis, Dept. of PE and Sports Science, Loughborough University.
Michael F. Collins, Director Institute of Sport and Recreation Plairning and Management,
Loughborough University.
Jim Saker, Loughborough University Business School.
Gareth Smith, Loughborough University Business School.
Goff Sargent, Computer Officer, Dept. of Library and Information Studies, Loughborough
University.
John Forster, Statistician, Dept. of Mathematics, Loughborough University.
Pilot studies -
Senior Librarians at Loughborough Public Library, and at Leicester Central Library.
South Lakeland Distnct Council Leisure Services Department.
Wealden District Council Leisure Services.
East Kilbride District Council Leisure Services Department.
Bolsover District Council Leisure Services.
Antrim Borough Council Leisure and Tourism Department.
Glasgow District Public Libraries; Kingston upon Thames Public Libraries.
Moray District Council Libraries and Museums; Hillingdon Public Libraries.
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Meetings were then held with a number of participants to discuss any problems and
suggested amendments. Following this, a number of relatively minor changes were
made to the questionnaire, including a re-ordering of some questions, simplification
of language and rewording to improve clarity. The overall design and layout of the
questions was also improved, for example allowing more space for comments.
A second brief pilot study was carried out in Ireland to test the questionnaire used
in the UK. Very few changes were made to the original UK questionnaire; these
related to minor changes of wording in accordance with Irish usage, such as "City
and County Librarians" instead of "Chief Librarians", and Ireland instead of UK.
1.6.2 Sample and response
The survey questionnaire was sent to all chief librarians in the UK, the names and
addresses of whom were obtained from the Library Association publication
Libraries in the United Kingdom and the Republic of Ireland 1991 (Harrold, 1991).
The names and addresses of chief librarians in the Republic of Ireland were
obtained from the Library Council in Dublin. The breakdown and response is
shown in tables 1 and 2.
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% response
79
90
100
80
83
75
82
Table 1: Sample and response from public library authorities
Country	 No of library	 No of
____________________ authorities	 respondents
England	 108	 85
Scotland	 41	 37
Wales	 13	 13
Northern Ireland
	 5	 4
UK total	 167	 139
Republic of Ireland 32	 24
TOTAL	 199	 163
Table 2: Sample and response from leisure services
Country	 No of leisure	 No of respondents	 % response
authorities
England
	
365
	
280
	
77
Scotland
	
56
	
46	 82
Wales	 45
	
27
	
60
Northern Ireland
	
26
	
20
	
77
Total UK
	
492	 373	 76
Republic of Ireland 28
	
16
	
57
TOTAL
	
520
	
389	 75
The names and addresses of chief leisure officers were obtained direct from the
Local Government Management Board (previously the Local Government Training
Board) for England and Wales, and from the Municipal Year Book (1991) for
Scotland and Northern Ireland. In Ireland the management of leisure services in
local authorities had a slightly different organizational structure from the UK. There
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were no officers or directorates in local government with overall responsibility for
the various types of leisure and recreation service provision. Managers of public
sports centres, swimming poois, golf courses, parks, community centres, museums
and galleries reported to a combination of different committees with no
coordination of decision making or management strategies. Following consultations
with the Institute of Leisure and Amenity Management (ILAM) Ireland, it was
decided, for the reasons stated above, to target one leisure centre or sports and
community centre with a minimum of two multi-activity areas in each of the 26
counties, except Dublin where two were targeted to reflect the larger population.
Addresses were obtained from ILAM Ireland (1992). Using purposive sampling to
select representative elements of the population, produced a match as near as
possible to the UK sample of all leisure authorities:
For selecting a few cases from a diverse population. . .the method has much
to commend it (Payne, 1990, 41).
The questionnaires and explanatory accompanying letters were sent to named chief
librarians and leisure officers as far as possible, for self completion. In some cases
the names were not known due to recent changes of personnel or vacant posts, and
questionnaires were occasionally passed to other senior staff for completion (usually
someone with responsibility for marketing or promotion in the organization). The
majority were completed by the addressee. Post paid envelopes were included and
three weeks allowed for completion and return. Reminder letters were then sent to
non-responders with another copy of the questionnaire and reply envelope.
The overall response was 82% from public library services and 75% from leisure
services in the UK and Ireland, providing a sound basis on which to make
assessments as to the extent of marketing practice employed in these local authority
services.
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1.6.3 Analysis of questionnaire data
The questionnaires were analyzed using DBase III computer software because of its
ability to cope well with free-text responses and conduct correlation analyses as well
as produce basic tables. SPSS software was also considered but was rejected
because the software available was not able to deal conveniently with the large
amount of free text data on the questionnaire, and would also have involved writing
complex programs to analyse the data.
Statistical significance testing was applied to the numerical data in the form of Chi
Square tests on data which was considered significant. These are included in
Appendix B. Advice from a university statistician recommended that testing all the
data would lead to some results of spurious significance which could be misleading.
Also in many cases, the relatively small number of responses and large number of
cells over which they were distributed, resulting in low numbers, meant that the
differences could not be tested for statistical significance.
Many tables were produced as part of the research and the most significant are
included in Appendix B.
1.7 Case study interviews
Each questionnaire to chief librarians and leisure officers had included a question as
to whether the respondent would be willing to discuss their response in more detail
and/or supply further information. From those who expressed a willingness to
participate, a decision on the selection of the case study interview cohort was made
using purposive selection (Patton, 1987; Finch, 1990, 134). The criteria for
selection were based initially on the requirement to ensure a representation of a
variety of different types and sizes of authorities, range of services provided and
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geographical spread. Library and leisure authorities geographically close to each
other were selected for comparative purposes, although in some areas it should be
noted that some services had already converged. This cohort having been identified
the subsequent selection criteria for interviewees was an iterative process based on
action research. This was designed to identify relevant senior managers.
Accordingly the initial fact-finding process identified managers who were
significant stakeholders with a major role in developing the marketing strategy,
involved in ensuring the implementation of marketing principles and practices, and
who were accountable to their organization. Through this process the group for case
study interviews were identified. In many cases those individuals were Chief
Librarians and Chief Leisure Officers as well as Marketing Managers, Operations
Managers or Quality Control Managers. To ensure the appropriate mix at least two
senior managers from each library or leisure service were interviewed either
separately or together, as time and convenience allowed. Over the period of the
study, the cohort were interviewed on up to three occasions each, depending on
movements of staff, internal organizational changes and local government
reorganization. The later part was especially significant since some reorganization
was undergone by most of the authorities, notably in those which became unitary
authorities. Cooperation from the managers ensured a consistency of approach;
where the original member of staff was not available for re-interview their
replacement, or nearest equivalent post, was interviewed.
Five public library authorities and five leisure authorities in the UK were targeted
for interviews. A similar method was used, as far as possible, for the Irish survey
with three public library authorities and three leisure facilities selected for
interviews using the same methodology as for the UK.
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1.7.1 UK Public library services
• Birmingham City Council Library Service - serving an urban population of
998,000 with a staff of 850 full-time equivalent (FTE). In 1994 the three
existing departments of Libraries, Museums, and Recreation and Community
Services were converged to form one new Department of Leisure and
Community Services.
• Clydesdale District Council Leisure Services - serving a mainly rural population
of 60,000 with a total core staff of 180 (library staff 35 approx.). In 1996 local
government reorganization (LGR) resulted in Clydesdale becoming part of
South Lanarkshire Council with a mixed urban and rural population of 307,450.
Library services are now part of the education department.
Clwyd County Council Library and Information Service - serving a mixed
community of 407,000 with a staff of 300. Under LGR in 1996 Clwyd and
Gwynedd library authorities, which between them had covered all of north
Wales, were divided up into 6 new unitary authorities: Wrexham (115,000
population), Denbyshire, Flintshire, Conwy, Gwynedd and Anglesey. Libraries
were converged with other departments. In Wrexham libraries were merged
with culture and leisure under the directorship of the previous deputy director of
Clwyd Library and Information Service..
• Leicestershire County Council Libraries and Information Service - serving a
mixed population of 890,000 with a staff of 570 FTE. In 1997 Leicester and
Rutland (previously part of Leicestershire County Libraries and Information
Service) became unitary authorities.
• London Borough of Sutton Leisure Services (Libraries and Arts) - for an urban
population of 160,000 with staff, for libraries, of 109. The department was
reorganized (1995) into 3 different groupings of Libraries and Heritage, Parks
and Administration, and Community Lifestyles (including promotion, sport,
recreation, arts and theatres). In 1999 the library service became part of a new
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grouping of Learning for Life with education, and separated from leisure
services.
1.7.2 UK Leisure services
Birmingham City Council Department of Recreation and Community Services -
serving an urban population of 998,000 with staff of 2500 including facilities.
This department was converged with libraries and museums in 1994.
• Clydesdale District Council Leisure Services - serving a mainly rural population
of 60,000 with a total core staff of 180. In 1996 LGR resulted in Clydesdale
becoming part of South Lanarkshire Council with a mixed urban and rural
population of 307,450. Leisure services is now part of the Community
Resources Department which was created in 1997.
• Alyn and Deeside District Council Leisure Services - a mixed population of
75,000 with a permanent staff of 80. Under LGR in 1996 the council became
part of the newly created Flintsh ire County Council unitary authority with a
population of 144,000.
Leicester City Council Recreation and Arts Department - serving a population
of 280,000 with a staff of 900 FTE. In 1997 a new unitary authority was
created and the city libraries were converged with recreation and arts to create
an Arts and Leisure Department.
• London Borough of Sutton Leisure Services - as above, with 57 staff employed
centrally (ie. not including facilities based staff). In 1999 leisure services
formed a new grouping with environment, as part of the modernising of local
government agenda.
1.7.3 Irish Public libraries
• Kilkenny County Libraries - serving a mainly rural population of 73,600 with a
staff of 29.
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• Cavan County Library Service - serving a poor rural population of 53,000 with
a staff of 20.
• Fingal (north Dublin) County Libraries -serving a largely urban population of
152,726 with a staff of 67. Fingal County Council was a new authority created
in 1994, and the library service was formally part of Dublin City and County
Public Libraries.
1.7.4 Irish Leisure facilities
Loughlinstown Leisure Centre, Dun Laoghaire-Rathdown County Council -
serving a mixed urban and rural population of 190,000, situated 30-40 minutes
by car from Dublin city centre; staff of 12.
Wexford Corporation Swimming Pool, Play Area and Camping Site - serving a
largely rural population of 104,314; staff of 6 and a half.
Meath County Council Recreation Services - serving a rural population of
105,370; total staff of 40.
1.7.5 Case study methodology
Case study methodology was used by Cowell in one of the very few earlier studies
on marketing in local authorities. Cowell had investigated the application of
marketing to recreation and leisure in a series of interviews with managers of
leisure facilities in Great Britain. An interview schedule was used in order to
provide:
data of greater richness and depth than was considered possible using other
instruments (Cowell, 1979, 34).
Interviewees were sampled by Cowell in a non-random method by selecting leisure
centres which represented differences of type of population, use, location, and
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community, through the use of expert informants. In his research Cowell did not
use tape as a method of recording the interviews but preferred to take notes and
write them up afterwards. For this research tape recordings were made, as
described below, to ensure accurate transcriptions could be made of the interviews.
As Finch argues, large numbers of interviewees are unnecessary in qualitative
research where it is the depth of information which is of most value rather than
breadth:
Since the aim is to understand an issue in depth rather than to measure its
incidence, there comes a point beyond which additional cases offer
diminishing return (Finch, 1990, 134).
For this research a focused number of case studies was selected to facilitate depth of
information, ease of access and updating of the information provided over a long
time period. In total, the number of case study interviews was twenty-six (twenty in
the UK, including second interviews, and six in the Republic of Ireland).
The case study research process is illustrated in figure 1. An interview schedule (see
Appendix C) was developed with a list of issues or themes central to the research.
These were determined by a combination of issues raised in the literature, questions
which were judged too difficult or sensitive during the pilot process to receive an
adequate response in the questionnaire, and ideas and issues raised by respondents
to the survey. The schedule was used by the researcher as a reference point for
issues to be covered by the research and also as a framework to provide a
comparative context for the interviews as they progressed. Within this framework
the interviews were deliberately unstructured in order to allow interviewees freedom
to express views fully in their own style and not necessarily in the order in which
the schedule was designed. In preparation for each interview the schedule was
annotated with points specific to each case relating to the questionnaire response,
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additional documentation supplied in advance, and other issues which the researcher
felt was appropriate to discuss. The researcher encouraged the interviewees to speak
as long as they wished on each issue, and to bring up any themes which interested
them within the framework of the research. All the interviews lasted at least one
hour, with most continuing for one-and-a-half or two hours duration.
Almost all the interviews were taped and then transcribed. In 3 cases permission
was not granted or taping was not feasible (i.e. consistent loud noise in area of
interview such as voices, building work and traffic, which made recording
unintelligible). In one case the recorder failed to work correctly. These interviews
were recorded in note form and written up afterwards. Interviewees were then sent
the transcribed copies for amendments and annotations. This was useful for
colloquialisms and inaccuracies to be corrected, and in the spelling of local place
names, for example. It also provided an opportunity for the interviewee to mark
any text which they preferred to remain anonymous if quoted in any future
publication. This process also served to continue contact with the interviewees and
facilitated requests for further information.
Analysis of the transcripts was carried out using broadly the methodology described
by Finch (1990, 140):
• initial familiarization with issues arising
• compiling a list of key themes
• indexing the data
• charting the data's themes
• refining the charted material
• interpreting the emergent picture.
The analysis involved first reading each interview and identifying emerging themes,
taking into account various socio-demographic characteristics, type of service, and
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other variables. A list of themes was compiled under a grouping of major issues as
set out in the research objectives. Each of these was coded and then sections of text
in the transcribed interviews marked and coded accordingly. These codes were then
summarized in chart format for easier reference, with themes as column headings
and individual case studies forming each row below. This format provided an
outline or map of the interviews, facilitating the overall interpretation of the
information in the emergent picture.
Extensive use is made throughout the thesis of direct quotations from the case study
interviews; these quotations reflect the conversational style of the interview format
and therefore contain some ungrammatical language. Similarly, quotations taken
from the free text responses to the questionnaire survey were often supplied in note
form. These quotes are not attributed to the individual respondents as complete
confidentiality was promised for questionnaire replies.
1.8 Analysis of documentary data
A similar content analysis methodology was used, as outlined above for the case
study transcripts, to study the documents sent by respondents with completed
questionnaires and collected during case study interviews. The documents were also
categorized according to currency, length, and specific marketing content in terms
of quantity and quality (relative strategy and planning content). (See Appendix D).
As with the case study data, no computer software package was used in the content
analysis. Those considered included NUD*IST and Ethnograph which uses an
anthropological framework to analyse material from notes and interviews. While
NUD9ST (Non-numerical Unstructured Data - Indexing Searching and Theorising)
is a powerful content analysis tool which allows documents to be coded and
manipulated on screen, and facilitates the rapid analysis of large amounts of data, it
was not considered suitable for this research (Ryan, 1995). NUD*IST will not
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automatically organize raw data, nor formulate coding schedules, and the enormous
disparity of the documents to be analysed for this research meant that it was
discounted.
Difficulties encountered with content analysis, as described by Krippendorf (1980),
include the basic problem of subjectivity and the perceptions of the researcher in
interpreting the data. Documents may convey many meanings and may be perceived
differently according to the context of the data and the reader. In this study the
emphasis has been, as far as possible, on the correlation between the intentions of
managers in relation to marketing practice, as expressed in the documentary
evidence (where it existed), and their actual behaviour.
1.9 Suimnary
The research hypotheses were developed from a study of the literature which
identified several key themes. These included:
• the importance of a customer focused approach to service delivery;
• the application of marketing principles in the public sector;
• the lack of empirical research.
The research objectives were to investigate the extent of a marketing orientation in
public libraries in the UK and Ireland. Marketing practice in leisure services was
used as a comparison within the local authority environment. A triangulation
research approach was used with quantitative and qualitative methodologies
involving national questionnaire surveys, case study interviews and documentary
analysis. The results were related to the hypotheses that marketing principles,
which have been modified to meet the needs of not-for profit services, are essential
for the delivery of effective public library services; and that the successful
implementation of relevant marketing principles in libraries is dependent on a range
of specific organizational, environmental and cultural constraints.
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Chapter Two
The development of library and leisure services in the United Kingdom and the
Republic of Ireland
2.1 Introduction
This chapter provides the historical context and background to local government
provision of library and leisure services in the UK and Ireland. First, the influence of
reorganization and other central government policies which have had a fundamental
effect on the management of services are outlined in brief. Then the range of services
provided by library and leisure authorities is described within this context. Finally, the
need to identify aims and objectives to provide a framework for the strategic planning of
service delivery and planning is discussed with reference to the constraints of local
authority organization and structures. The data provided in this chapter is gathered from
the questionnaire responses, documentation submitted by respondents and the case study
interviews.
2.2 Historical context
The modern concept of leisure and library services provision for the use of the public
originated in the mid-nineteenth century, not in an effort to provide entertainment or
enjoyment for the masses, but to improve their mental and physical fitness debilitated by
long hours of grinding employment and poor living conditions. The Public Libraries Act
of 1850 provided for a half-penny rate levied by town councils in England and Wales,
and extended to Scotland and Ireland in 1853, to provide accommodation for, but not to
purchase, books for public use. Only a few years earlier, in 1846, the Baths and Wash-
Houses Act introduced public washing facilities to improve general cleanliness and
public hygiene, swimming pools were soon added. The Public Health Act of 1875 was
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the first main statutory requirement for the provision of land for public walks and
exercise. This, and other legislation, was seen as the start of an attempt "to make the
gift of life more valuable and the men more worthy of the gift" (British Almanac,
1850). It was not until the 1960s that the role and value of recreation and leisure
facilities was given official recognition in the UK with the publication of the Wolfenden
Report, Sport and the Community, and the Albermarle Report on the Youth and
Community Service. In 1964, for the first time, library authorities were required to
provide a "comprehensive and efficient" library service by the Public Libraries and
Museums Act.
In Ireland the new State had taken over the whole of British statute law with a few
exceptions in 1922, and as early as 1925 the Irish Free State Local Government Act
gave powers to county councils to levy a rate to support libraries and to provide free
lectures and other educational work. A report on Public Library Provision in the Irish
Free State was published in 1936 and subsequently the Public Libraries Act of 1947 set
up An Chomhairle Leabharlanna (the Library Council) to advise the government on
public library development (Ellis-King, 1985). However, a serious lack of resources
and status in the community hampered widespread development. As Casteleyn explains
"libraries were regarded as 'seed beds of filth' which needed to be kept under control by
all right-minded citizens" (Casteleyn, 1984, 215) Such attitudes prevailed until well into
the 1950s when public opinion began to change as a result of the Second World War
combined with access to BBC television on the east coast and from Northern Ireland.
Recreation and amenity services in the Republic of Ireland had received relatively little
attention and resources in comparison to other local government programmes such as
housing, roads and water which took up most of the limited budget available (Roche,
1982). One of the reasons for this was the abolition of domestic rates under the Local
Government (flnancialprovisions) Act of 1978. Local authorities' costs were reimbursed
from central government funds. During the 1960s money was made available by the
Department of the Environment to build eighty new swimming pools, but there has
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been no centrally or locally managed infrastructure of recreation facilities (O'Connor,
1992). The development has been one of grass roots origin with local community
groups and voluntary associations providing the facilities and opportunities for
recreation in many areas. A large number of local authority and community projects
benefited from grants as a result of the introduction of a national lottery in 1986.
Whereas the provision of modern recreation and leisure facilities in the public sector in
Ireland had been relatively slow, the increase in tourism development and the so-called
Irish "tiger economy" of the 1990s, provided a catalyst for growth. New facilities, both
private and public, were supported by IRf.lbn provided by EU regional development
funds and private and state investment, coordinated by the Irish Tourist Board (Bord
Failte) between 1989 and 1994. The Irish government recognized tourism and
associated leisure industries as having a major role in the national economy and both
foreign earnings and the number of overseas visitors increased dramatically in this
period (Dwyer, 1993).
2.2.1 Local govermnent structires
Until the 1960s local government in Great Britain had remained largely unchanged
since the end of the nineteenth century. By then the population had altered so much
that local authorities with the same powers varied enormously in the numbers of
people served. Resources and the demands on them also differed widely. A two tier
system of local government was introduced in 1974 by the Local Government Act
(1972) with the establishment of metropolitan counties and districts, non-
metropolitan counties and shire counties. This also included many boundary
changes involving the creation of new counties like Avon and the loss of others
such as Rutland, which became part of Leicestershire. The Greater London Council
and the metropolitan county councils were abolished in 1985, making unitary
authorities responsible for most local government functions in these areas. The 1974
reorganization also meant that many leisure and library services were converged so
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that half of all library authorities were placed in new directorates and new leisure
services were created with little or no advance planning or research (Kinnell Evans,
1991; Torkildsen, 1992).
By the 1990s it had become apparent that there were a number of problems inherent
with the two tier system of local government. Some of the boundary changes made
in 1974 had never been accepted by the local population, having been made with
the then popular view that there was an ideal size of authority for efficient delivery
of services. The two tier system of government caused problems in many areas
especially with regard to expenditure, the collection of finances and co-ordination
of service provision. It was felt that a system of unitary authorities in shire counties
would more closely reflect the needs of local communities, increase interest in local
affairs and provide more responsive and representative local government (Great
Britain. Department of the Environment, 1991). The reorganization of local
government and the creation of new unitary authorities in Great Britain was phased
in between April 1995 and April 1998. By then there were 46 unitary authorities in
England, 22 in Wales, and 31 in Scotland.
Other fundamental changes introduced in the UK during the 1980s and early 1990s
were also to have a profound effect on all public services and particularly on service
provision by local authorities (Gamble, 1988). The view of the New Right in
politics was that services provided through market testing would be more efficient
and result in greater choice for the public. This led to the introduction of
compulsory competitive tendering (CCT) with the aim of providing the best
services at least cost. At the same time local authorities' finances and
responsibilities were controlled and curtailed by central government. Local
education authorities, for example, lost many of their powers and schools were
encouraged to opt out of local authority control (Great Britain. Department of
Education, 1992). Increasingly throughout the 1980s the trend was towards
establishing local authorities as enabling organisations - instead of being the main
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providers of services they were gradually becoming responsible for organizing and
securing the provision of services by outside agencies. With the election of the
Labour government in 1997, CCT was replaced with the Best Value initiative which
sought to exploit the skills and experience of the public, private and voluntary
sector in delivering local services (Best Value, 2000).
While CCT had less direct impact on libraries, the introduction of charging for
services brought significant new pressures to bear on managers. The Local
Government and Housing Act 1989 changed the basis on which library services
were to be delivered from a mainly free service to one that was encouraged to
charge for everything apart from the core service of lending books and other printed
materials. Libraries were also to develop partnerships and initiatives with the
private sector and contract out some aspects of the service (Kinnell Evans, 1991).
A business like approach was demanded of public services based on cost efficiency
and effectiveness, with services put out to tender and competition between private
and public sectors. Many public cervice providers saw a potential conflict between
the need for ensuring high standards and the strictures of commercial management
methods (Kinnell and MacDougall, 1994).
In the Republic of Ireland the emphasis on public accountability and cost-
effectiveness in public service delivery was also increasing. While change was of a
less turbulent nature, local authority management was influenced by a number of
initiatives and trends. Local government in Ireland was largely based on the
framework established by nineteenth century British legislation. Since the 1920s
there was little change in the structure of local authorities until the 1990s and the
establishment of three new counties for the Dublin area, and 8 new regional
authorities with coordinating functions. Local government in Ireland had been
largely confined to regulatory or infrastructural/technical services such as planning
control, water supply and libraries. This meant a limited role for elected members:
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When compared with other countries, Irish local government is in a
particularly weak position as regards its status and role in society and in the
overall framework of Government (Devolution Commission, 1996).
Since 1991 the Irish Department of the Environment has undertaken a programme
of reform to modernize local government and remove a number of controls giving
members increased powers to govern in the interests of the local community
(Ireland. Department of the Environment and Local Government, 1996). A further
stage of reorganization was recommended by the Devolution Commission (1996) to
improve the integration of local government and local development systems and to
devolve a number of public functions. In 1996 a Strategic Management Initiative
was extended from central government to local authorities in Ireland (Ireland.
Department of the Environment and Local Government, 1996). The aim was a
programme of reform to:
• examine factors likely to affect local authority operations in the coming years;
• take a fresh look at the needs of customers;
• take a critical look at their organization;
• set objectives and identify key issues;
• establish systems to monitor progress (Dun Laoghaire-Rathdown County
Council, 1997, xii).
These continual fundamental changes in local government structures, particularly in
the UK, have meant that library and leisure services had to operate for considerable
periods in an often confusing and unstable environment.
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2.2.2 Library and leisure policy development
The market-led policies of successive Conservative governments in the UK, and a
number of reports on the development and management of public libraries, have
meant that library managers have had to adopt new approaches to service delivery.
In the past libraries were not prepared to accept the management methods of more
commercially oriented sectors, particularly in the area of strategic planning. In
addition there was a general lack of funding to support new initiatives for service
delivery and the implementation of information technology (Aslib, 1995). While
earlier reports and guidelines had recommended a new approach to public library
management, these had often not been fully implemented in libraries (Great Britain
Department of Education and Science, 1978; Heeks and Turner, 1981; Great
Britain. Office of Arts and Libraries, 1987, 1990). One reason for this was
highlighted in the Aslib review of public libraries:
Changes are occurring at a pace that will scarcely allow for a mature and
measured response (Aslib, 1995, 3.)
Local authorities in England and Wales did not have the same coherent framework
or statutory requirement to provide leisure services, as with libraries, apart from
sport within education. In Scotland and Northern Ireland, however, local authorities
did have a statutory responsibility to provide leisure services in addition to
education. During the 1960s and 1970s the growth in leisure facilities was due to
increasing public sponsorship and the more permissive powers of local authorities,
but without a clear lead on policy from central government. (Benington and White,
1986). More than seven different government ministries have had responsibilities at
various times for leisure and recreation services in recent years resulting in different
regulations and sources of revenue (Torkildsen, 1992). The consequent lack of a
strategic approach to management and poor marketing practices led to an ad hoc
approach to service delivery highlighted by the Audit Commission. There was:
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a poor understanding of local needs and how they are changing (Audit
Commission, 1989, 7).
Many of these issues were confronted by the imposition of CCT in leisure services
which had a significant impact on management practices in both leisure and library
services, especially where libraries were part of a converged directorate. The
impact of CCT on library and leisure services is discussed in more detail in chapter
six.
In Ireland the government instituted a programme for change in local authorities
which included setting standards and performance indicators as part of a strategic
planning approach to service delivery (Ireland. Department of the Environment and
Local Government, 1996). A public library policy review was set up to modernize
the policy framework at national level for the development of the public library
service (Ireland. Department of the Environment and Local Government, 1998).
While local authorities in Ireland provided the largest amount of funding for
sporting activities their role has generally not been recognized. Few local
authorities had a strategic plan for sport and no clear responsibility had been laid
down by central government (Ireland. Department of Education, 1997).
In the past, in both Ireland and the UK the recommendations arising from reviews
of public library services have not always been fully adopted or implemented. As
noted by the Library and Information Statistics Unit (LISU):
.historically public libraries have successfully developed by seizing the
natural opportunities as they arose - rather than by following some
Napoleonic blueprint (Library and Information Statistics Unit, 1995, 102).
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In Ireland the earlier Public Library Service Review Group recommended in 1987
that library authorities should prepare development plans detailing objectives of the
service and actions to be taken to secure them (Public Library Service Review
Group, (Ireland) 1987) This recommendation was not implemented until almost ten
years later and some library services had still not complied by the end of 1999 (see
chapter three).
During the late 1980s and early 1990s the combined effect of reviews, guidelines
and other reports had contributed to a fundamental reassessment of library and
leisure policy, particularly in Britain. The review conducted by Aslib for the
Department of National Heritage in 1995 set out to study the public library
environment, library users' and non-users' behaviour and interests, as well as
library functions and services. Recurring themes were access to libraries, excellence
in management, responsive staff and services, and recognition of the importance of
libraries in modern life. These aspects had to be considered in the light of major
organizational changes and technological improvements in all areas. The need for
dynamic leadership was expressed with a recognition of the turbulent times in
which libraries operate:
To cope with the extraordinary changes in their environment, public
libraries will need new capabilities, additional resources and new
partnerships (Aslib, 1995, 5-6).
The report recommended the development of public library policy and planning
guidance notes to enable local library authorities to draw up strategic plans geared
to the needs of services in its area. The plans would help to provide "a framework
for local choice that corresponds to expressed preferences" (Aslib, 1995, 11). The
significance of the strategic planning process is discussed at length in chapter three.
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2.3 Range of library and leisure services
The historical development of libraries and leisure services in local authorities has
led to a diverse product range of depth and breadth (see chapter five). The range of
service provision requires the implementation of quality marketing strategic policies
and practice to identify priorities and target client groups within a complex and
often turbulent environment. These issues form part of the organizational and
cultural constraints which govern the successful implementation of marketing
practices as set out in the hypotheses under investigation and will be discussed in
detail later in this study.
In 1993 the Comedia report on public libraries in Britain found that while libraries
were "one of the most popular cultural facilities" (Comedia, 1993, 9) there was no
evidence of any national strategic planning processes, and that libraries suffered
from having to be all things to all people. The report recommended the
establishment of an independent National Public Library Council to develop and
promote the public library network at national level. In Ireland this role is the
responsibility of An Chomahairle Leabharlanna (the Library Council) which advises
local authorities on the improvement of public library services and makes
recommendations to the Minister. In 1998, as referred to above, the Department of
the Environment and Local Government undertook a review of public libraries
(Ireland. Department of the Environment and Local Government, 1998), and a
national review of all libraries and information services in Ireland was also carried
out by An Chomhairle Leabharlanna, looking at issues including library
cooperation, marketing, research, funding and access (Chomhairle Leabharlanna,
1999).
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2.3.1 Public library authorities
The combination of historical developments, professional commitment to
disadvantaged groups, and the lack of national or local focus on the role of public
libraries, as highlighted above, has led to a very broad range of service provision
by libraries in the UK. Services expanded in the 1970s and 1980s with an increase
in spending on library services (library spending per capita increased by 36%
betweenl984 and 1989 for example, (Creaser and Spiller, 1997)). The impact of
local authority policies and political objectives on the development of library
services was greater in terms of service expansion in the years leading up to the
1980s when local government powers were curtailed by central government.
The survey questionnaire for this research (see Appendix A) asked chief librarians
and leisure officers to indicate the range of services for which they were responsible
in order to identify the spread and depth of service delivery. There was a
remarkable range of services provided in UK public libraries in addition to the core
services of lending materials and reference work. Libraries were shown to be
providing specialist services to a wide range of groups in the community as well as
a variety of activity programmes (tables 3-5).
The response provided a good indication of the range of service delivery in Britain
in 1991. Several services offered were often not cited as they had become such an
integral part of the service. These included, for example, careers advice and library
instruction in schools which were in fact provided by many services. None of the
respondents listed cafés even though two of the case study library services provided
a café in their central library (Sutton and Birmingham). This was perhaps because
respondents felt cafés were ancillary to the library service. There was no evidence
from the survey data of differences in range of activities between library services
which were part of a leisure services department and those which were not.
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Table 3: Range of services provided by public libraries (UK)
Services	 No of public library	 % total
authorities (ii = 139)
	 respon ents
Outreach services for elderly/housebound 	 130
	
94
Exhibitions	 125
	 90
Mobile libraries	 124
	
89
Room for meetings	 114
	
82
Holiday activities	 114
	
82
Business information services 	 104
	
75
Foreign literature collections 	 101
	
73
School library services	 91
	
65
Hospital library services	 80
	
58
Services to ethnic minorities	 77
	
55
Online bibliographic searching	 75
	
54
Film shows/plays/music	 67
	
48
Lectures	 65
	
47
Prison library services	 62
	
45
Viewdata	 58
	
42
Television/teletext	 57
	
41
Other services/facilities/events (see table 4 	 39	 28
Since this survey was conducted, the range of services has increased to take account
of developments in information and communications technology (ICT) including
Internet access in larger libraries, other online services and CD ROMs. The London
Borough of Sutton library service, for example, increased its expenditure on CD
ROM and online services by 25% between 1995 and 1997 (Cox and Spiller, 1997).
The Open for Learning initiative, established in 1992, was designed to provide
workstations with relevant software, tutorials and supporting material for
independent learning. By 1995 it was reported that around 100 library authorities
had provided or were developing open learning facilities (Allred, 1995).
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No
12
10
9
9
5
5
4
3
3
3
3
3
2
citations
21
Table 4: Other services/facilities/events provided by public libraries (UK)
Services/facilities/events
Local history, genealogy, heritage
Arts events/activities
Community information/advisory services
Museums
Festivals/fairs
Writers workshops/writers in residence
Publications
Instruction/activities in schools
Open learning
Tourist information centres
Galleries
Theatre
Toy library
Services/facilities cited once (see table
Table 5: Services/facilities provided by libraries cited once (UK)
Services/facilities
Tourism
Careers information
Archaeology services
Reading aids unit
Original art loans
Local radio studio
Employment resource centre
Information brokerage
Funeral service
Plant sales
Leisure key card
Services/facilities
Shops
Services to the blind
Videos for the deaf
Over SOs club
Open evenings
Training for voluntary groups
Theatre visits
Discussion groups
Welsh language programme
Patents
In the Republic of Ireland (ROl) the range of services provided by public libraries
is shown in tables 6 and 7. The range of "core" library services was not as
widespread in Ireland, apart from the very high provision of school library services
and exhibition facilities. The much lower percentage of libraries able to provide
business information services, mobile libraries (even in a rural country) and other
outreach services reveals the relatively low level of funding for public libraries in
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Ireland. However, the figures show that the amount spent by libraries was rising
much faster than in the UK. In 1996 public library expenditure in Ireland was
£1R8.98 per capita (excluding capital expenditure), a rise of 23% since 1992
(Chomhairle Leabharlanna, 1997). Figures for the total UK show that in 1996
libraries spent £Stgl4.63 per capita (114.41 in England), excluding capital costs,
which was a percentage rise of 13% since 1992 (Creaser and Spiller, 1997).
Table 6: Range of services and facilities provided by public libraries (ROl)
Services/facilities
Exhibitions
School library services
Lectures
Room for meetings
Holiday activities
Outreach services
Mobile libraries
Film shows/plays/music
Hospital library services
Business information services
Online bibliographic searching
Television/teletext
Foreign literature collections
Prison library services
Viewdata
Ethnic minorities services
No. of public library
authorities (n = 24)
23
22
15
14
12
11
11
11
9
9
9
7
6
6
2
0
% total respondents
96
92
62
58
50
46
46
46
37
37
37
29
25
25
8
0
Other_services facilities (see table 	 20	 83
The lack of services to ethnic minorities reflected the relatively low numbers of
people from other ethnic groups in Ireland. However, Irish Travellers, are a distinct
ethnic group with their own culture and traditions, similar to European Romany and
Gypsies, and make up a small but distinct proportion (0.5%) of the Irish population
(MacDougall, 1998, 47). No respondents cited any services in respect of this
group.
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Table 7: Other services/facilities/events provided by public libraries (ROl)
Services/facilities/events 	 I No of citations
Local history studies/genealogy/heritage 	 4
Adult literacy	 3
Children's book week	 2
Video production	 1
Newspaper indexing	 1
Folklore collection	 1
Special collections	 1
Picture lending	 1
Museum	 1
Archives	 1
Art Gallery	 1
Community information	 1
National Social Service Board files	 1
Postal service to visually impaired
	
1
As with chief librarians in the UK, their Irish counterparts often did not cite
services which had become embedded in the system, such as community
information. A separate survey conducted in 1994 found that 81 % of library
authorities did provide community information, including files of information and
contact details on useful groups, healthcare and self-help organizations. In addition,
40% of library authorities in Ireland provided copies of medical card application
forms (for free healthcare) and 25 % held the National Social Service Board files
(now on a database) which include details of all health and social services benefits
and a range of related information (MacDougall, 1995). While archives were
mentioned as "other services" by only one authority, all local authorities have since
been required to establish a local archives service (Ireland. Department of the
Environment and Local Government, 1996, 95).
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2.3.2 Leisure and recreation services
The range of services and facilities provided by local authority leisure and
recreation departments in the UK was varied and diverse (see tables 8-10)
Table 8: Range of services and facilities provided by leisure services (UK)
Services/facilities
Swimming pools
Leisure centres
Sports halls
Arts entertainments
Tourism
Community centres
Catering
Allotments
Theatres and arts centres
Museums and galleries
Country parks
Golf courses
Urban parks/open spaces
Playgrounds/amenity recreation grounds
Zoos/nature reserves
No. of leisure
services (n = 373
334
309
307
263
215
203
198
194
187
181
166
142
75
63
63
% of total
90
83
82
71
58
54
53
52
50
49
45
38
20
17
17
73
No.
38
35
23
19
18
18
15
13
13
12
11
10
10
7
6
6
6
6
6
5
5
4
4
4
4
3
3
3
3
2
2
2
2
2
2
2
2
2
2
citations
Table 9: Other services/facilities cited by leisure services (UK)
Cemeteries and crematoria
Libraries
Sports pitches/tracks/stadia
Sports development
Youth and community services/development
Halls/function suites
Sea fronts/foreshores/beach facilities/estuaries
Grounds/verge maintenance
Arts/cultural events/galleries/heritage centres/museums
Grants/grants aid
Walkways/rights of way
Horticultural/botanical/garden centres/landscape
Camping/caravan sites
Watersports centres/marinas
Pitch and putt/driving ranges
Bowls and bowling
Tennis centres
Twinning
Woodlands
Amenities/cleaning/refuse
Archives
Ice rinks
Publishing/graphic design
Marketing/promotions
Markets
Theatres and cinemas
Historic buildings and grounds
Archaeology
Community outreach
Cycleways
Health assessments
Ski slopes
Car parks
Leisure farms/pets' corners
Outdoor shows and fairs
Planning services
Joint use centres
Fishing lakes
Tourist information
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Table 10: Other services/facilities provided by leisure services cited once (UK)
Services/facilities
Craft centre
Meals on wheels
Lottery
Airfield
Green business centre
Corporate entertaining
Leisure courses
Corporate customer care
Ballroom
Adult education
Housing estate maintenance
Environmental improvement
Motor soorts centre
Services/facilities
Hotel
Conservation
Clocks
Gymnastics centre
Race course
Community advice
Childcare
Leisure development
Orchestra
Community education
Water safety
Client contract monitoring
Pleasure cruiser
While the number of citations was not particularly significant, as many respondents
did not single out specific services such as sports development and youth and
community services, the range of activities is important. In the UK, leisure and
recreation departments provided an enormous range of services which inevitably
created difficulties in the management and marketing of such a diverse portfolio.
(This will be discussed in more detail in chapter five).
There was some obvious overlapping of services provided by leisure and library
authorities, especially in the area of arts entertainments (table 11). Public libraries
in the UK have been actively involved in the arts for much of the twentieth century
and a number of modern library buildings, such as Bradford central library, have
incorporated a purpose built theatre or auditorium for concerts and lectures. A high
proportion of public libraries had a regular programme of arts activities which for
many played a central role in their overall delivery of services to the community
(Catches ide, 1992).
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Table 11: Libraries and leisure - a comparison of services (UK)
Services and facilities	 % Libraries	 % Leisure
(nJ39)	 (p373)
Arts entertainments - films/music/plays etc	 55
	
71
Theatres/galleries/arts centres	 4
	
50
Museums galleries	 6
	
49
Writers workshops/other arts/cultural events	 4
	
4
% total respondents
As explained in chapter one, local authority leisure services in Ireland were
provided on a less structured organizational basis and appeared under a number of
different departments which varied from authority to authority. There were no local
government leisure services directorates/departments in Ireland as in the UK, and it
was therefore impossible to gain an exactly comparable picture of local authority
leisure services. Leisure facilities were sometimes not listed in publications by local
authorities, or even in the telephone directory. Local authority staff had difficulty
providing information for the public when answering enquiries about local facilities.
This was partly due to the disparate nature of service provision and the spread of
related facilities and services between different local government departments,
community and voluntary organizations.
This lack of organizational structure or any kind of strategic approach to sport and
recreational facilities has been noted in a number reports:
The lack of any major local authority or government managed infrastructure
of facilities belies the existence of a comprehensive range of sport and
recreation provision throughout, what is basically, a rural island (O'Connor,
1992, 8).
On a national basis the range of sports facilities, including the private sector and
publicly funded facilities, was assessed in a government report as shown in table
12.
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Number
50
300
740
95
6
105
32
13
6
5
349
13
25
49
Table 12: Sports and leisure facilities (public and private) in Ireland
Facility type
1. Indoor centres
• Leisure complexes
• Community centres
• School halls
2. Swinmiing pools
• Public pools
• Waterworlds
• Hotel leisure centres
3. Stadia
• Gaelic games
• Soccer
• Rugby
• Hockey
4. Golf courses
5. Synthetic athletic tracks
6. Walking routes
7. Outdoor activity centres
Source: Ireland. Department of Education (1997), 29.
The county council of Dun Laoghaire-Rathdown which lies on the east coast to the
south of Dublin, serving a largely urban population of 190,000, has responsibility
for a range of library and leisure facilities spread between five separate
departments/sections as follows:
• Environmental Services = bathing places, parks, pitches, tracks, playgrounds,
cycleways, historic houses;
• Libraries = 9 branches and a school library service;
• Arts = annual programme of events;
• Development = tourism activities;
• Community Development = community resource centres, 3 swimming pools
and 1 fitness centre. (Dun Laoghaire-Rathdown County Council, 1997).
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The lack of strategic organization and structure of leisure service provision in local
authorities in Ireland was due to a combination of an historically ad hoc approach to
service provision and little or no formal political recognition of the role of
authorities in this area. Funding was also a major issue in that the expectation was
that facilities operate on a break-even basis and that deficit funding was
inappropriate. The provision of quality public leisure services affordable by all
sections of the community was, therefore, a major problem. This was recognized
by the Institute of Leisure and Amenity Management (ILAM), Ireland:
There is room in many cases to improve the effective delivery and
management of services but it cannot always be on a self-funding basis
(Ireland. Department of Education, 1997, 21)
The Local Government Act of 1994 allowed Irish local authorities to provide leisure
facilities directly or in partnership with community or private sector organizations.
But there was no overall commitment to strategic planning in local government until
the strategic management initiative in 1996 (Ireland. Department of the
Environment and Local Government, 1996). This was compounded by a lack of
objectives or clear statement of aims from local authorities, and by the low level of
recognition of the role of leisure services in relation to the social or economic
development of the community.
2.4 Defining the mission
The process of effective marketing must begin with a clear mission statement to
identify the overall role and purpose in the community. However, the task of
defining the role of libraries and compiling a mission statement and aims and
objectives is complicated by a number of cultural, historical and organizational
constraints, as suggested in the hypotheses for this study.
78
In preparat
29%
Yes
53%
Figure 2: Statement of aims and objectives
Public libraries (UK)
Not specified
1%
78a
preparatioi
33%
yes
47%
Figure 3: Statement of aims and objectives
Leisure services (UK)
Not specified
2%
No
18%
78b
The importance of reviewing and establishing the mission and aims and objectives
of the organisation is emphasised repeatedly in the literature. This sets the tone and
provides the framework for the whole management and marketing ethos of the
service, giving a focus to which both customers and staff can relate. Drucker states
that:
Performance in the non-profit organization must be planned, and this
process starts with the mission. Non-profits fail to perform unless they begin
with the mission, for the mission defines what the results are (Drucker,
1991, 56).
It is essential in developing a marketing strategy for library or leisure services to
start with the mission, or a statement of aims and objectives. The survey showed
that just over half UK public libraries surveyed had a written statement of aims and
objectives, while just under half of leisure services had one. Although an additional
third of both library and leisure services did have statements in preparation at this
time, it was disappointing to learn that 23 library services and 69 leisure services
still did not. In Ireland libraries were much less likely to have a written statement of
aims and objectives (only 13% with a further 25 % in preparation) while 50% of
leisure services had a statement either in existence or in preparation (figures 2 -5).
The case studies carried out for this research confirmed that statements of aims and
objectives were important in strategy development. Clwyd Libraries had used their
statement of aims as a framework from which to develop new services, such as a
network of successful business information services, for example. Specific
marketing strategies had been developed for "specific elements, or even customer
groups in some cases". The marketing panel then developed a marketing strategy
which:
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25'
Figure 4: Statement of aims and objectives
Public libraries (ROl)
Yes
I o/.,
NO
62%
79a
In prepara
31%
Figure 5: Statement of aims and objectives
Leisure services (ROt)
NO
50%
79b
• . .identified main target groupings.. .then specific actions... This was based
on two considerations - the importance of the effect of a certain activity and
the practical possibility of achieving something (Assistant County Librarian,
Clwyd Library and Information Service).
Kotler and Andreasen (1996, 67) state that a mission should be "feasible,
motivating and distinctive". The mission must be achievable and credible in the
eyes of staff and clients, and at the same time worthwhile and inspiring to those
working in the organization. The mission should be distinctive in that an
organization which seeks to be a little different or of a higher standard than others
inspires pride and loyalty from staff and clients:
The mission of an institution suggests more about where that institution is
coming from than where it is going. It describes what the institution is about
rather than the specific objectives and goals it will pursue in the coming
period (Kotler and Andreasen, 1996, 68).
In 1991 a national mission statement for public libraries in Britain was compiled by
the Library and Information Services Council (USC) Working Group on Public
Library Objectives, taking account of earlier research completed by the American
Public Library Association (Library and Information Statistics Unit, 1995) and Keys
to success (Great Britain. Office of Arts and Libraries, 1990). The statement
stressed the importance of the local and community aspects of the library service in
defining the wider role of libraries as:
a major community facility whose purpose is to enable and encourage
individuals or groups of individuals to gain unbiased access to books,
information, knowledge and works of creative imagination which will:
• encourage their active participation in cultural, democratic and economic
activities;
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• enable them to participate in educational development through formal or
informal programmes;
• assist them to make positive use of leisure time;
• promote reading and literacy as basic skills necessary for active
involvement in these activities;
• encourage the use of information and an awareness of its value.
The local and community nature of the service requires special emphasis to
be placed on the needs and aspirations of the local community and on the
provision of services for particular groups within it, while also providing
access to wider resources through regional and national library networks
(Great Britain. Office of Arts and Libraries, 1991, 12)
The influence of public libraries on people's lives was found to be greater than they
perhaps realized, with the wide remit providing a range of opportunities which were
growing with the increasing use of information communications technology:
• . .when disaster strikes, a common reaction is to search for information, and
many resort to their public libraries for that purpose. Libraries enable people
faced with change in their lives to inform themselves.. .to acquire
knowledge, and to refurbish their skills (Aslib, 1995, 4)
Local authority leisure and recreational services have had similar obstacles to
overcome in defining their mission and in matching local needs and constraints to
the broader national plan. The Audit Commission recognized that local authorities
provide sports facilities for a variety of purposes:
improvements in health, alleviating social deprivation and helping to
promote excellence in sport at national and international level.. .Other
reasons include improving the quality of life of the whole community and
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extending the range of choice of leisure activity; providing golf courses and
outdoor pitches; to preserve "green belt" sites from development; helping
urban regeneration and attracting tourists and thus helping the local economy
(Audit Commission, 1989, 7).
In 1991, while the Recreation and Arts Department in Leicester had annual action
plans for each programme area, there had been no strategy to provide a framework
in which to implement them. The new deputy director developed a statement of
aims and objectives, Leisure in Leicester 2000, which were relevant to specific
marketing outcomes (Leicester City Council, 1991). Detailed corporate strategies
on training, finance, customer service and equal opportunities would then be
developed within a framework of a ten year perspective. Each of the leisure venues
were developing marketing strategies and plans based on customer needs:
and then we have to make the two fit - the top down, aims and objectives,
and the bottom up, marketing strategies (Deputy Director Recreation and
Arts Department).
Difficulties encountered in matching the broader vision with a local mission
statement included local political influences, community needs and resourcing
constraints. One of the main difficulties for the county library service was defining
the mission to serve a very varied and geographically widespread population from
small rural villages to large suburban areas and the inner-city. In 1997 Leicester
became a unitary authority and the city library service was converged with the
Recreation and Arts department to create the Arts and Leisure Department. This
reorganization facilitated a more focused approach by library managers on the needs
of the inner and outer city areas, and by 1999 the development of a relevant mission
statement:
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Leicester's libraries belong to the people of Leicester and are managed by
Leicester City Libraries and Information Service (LCLIS) on their behalf.
LCLIS will use the resources available to provide the best quality, most
responsive and sustainable service possible to meet the needs of local
communities (Leicester City Libraries, 1999).
In Birmingham the leisure and library services had developed departmental
strategies within an overall corporate strategic planning process:
a three tier process: the corporate level, the departmental level and then
within the department, forward planning (Director of Library Services).
The political agenda of the council featured strongly in the strategic decision
making of all departments. The task for library services was to respond to the
corporate drive and to define the service in terms of relevance to the community as
a whole. The Director of Library Services in 1991 instigated a policy of research
and a strategic review of library services in response to the council's objectives of
economic regeneration, quality services, enhancing Birmingham's national and
international role, and efficiency and effectiveness. As a result of this process, the
subsequent library strategy recognized the need to reassess the role and purpose of
the library service in order to match these objectives. Defining the mission and the
resulting marketing planning process was therefore closely linked to the key
elements as set out in the corporate strategy. Hence library services were
responding to the corporate drive and image as well as defining the service in terms
more related to community needs. This was reflected in Birmingham Libraries and
Learning mission statement:
The Libraries and Learning Division exists to provide, promote and
encourage access to reading, information, creative arts and leisure
opportunities for everyone. It aims to provide high quality education and
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training for adult learners, accessible, community-based services and,
through collaboration with other agencies, to encourage lifelong learning
(Birmingham Libraries and Learning Division, 1996, 1)
The problems encountered by directors of services in balancing community and
council priorities were highlighted in another case study example. In Clydesdale the
Leisure Directorate (including libraries and arts) had compiled a strategy which had
been accepted by the councillors but not fully understood by them as it did not
match totally with the overall corporate view. This made the definition of a clear
mission statement difficult, and, for example, led to pressure from community
groups to increase council involvement in the arts, which was supported by officers.
In this way the community was setting the agenda for the organization and, at the
same time, highlighting the problems for leisure and library managers of balancing
community and council priorities in defining their mission. The importance of local
politics and the positioning of services within the local authority culture cannot be
underestimated. In order to ensure that all staff would understand and be aware of
the aims of the department, the Director of Clydesdale Leisure Services posed the
following questions to staff:
1. What do we know about what the public wants/thinks about our
services?
2. How easy is access to our services?
3. Do people know what to expect from our services?
4. How do we review? How effective is it?
5. What are relationships between staff and the public? (Clydesdale District
Council, 1989, 2)
The need to involve all levels of management and staff in defining a mission
statement which matched community needs with corporate policies was also
highlighted in another case study:
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I haven't worked anywhere where there is so strong or marked a sense of
gulf between headquarters or between senior management and the people out
in the service. There is the idea that somehow the people at headquarters are
divorced from the reality of service delivery (Director of Leisure Services).
This problem was stressed by another senior leisure manager:
One of the biggest areas facing local government is how you match a
customer-oriented approach from the bottom with the top down statement of
aims and objectives which is what the local politicians want. There are going
to be areas of conflict.
The need for a clear overall view of the organization's mission is essential in order
to plan a coherent long term strategy for the service. A significant part of the senior
manager's role in defining the mission and subsequent aims and objectives is to
balance these conflicts. In order to succeed in a competitive market service
managers have to be able to reconcile conflicting interests and influences in their
operating environment. In Leicester, the new Deputy Director found that:
• . .the whole organization had no direction... there was no clear planning
framework . . .they'd got a statement of what they were going to do each
year, but it didn't fit into any long term strategy. So I've spent the last four
months writing a departmental strategy with some clear aims, some
identification of priorities, and am in the process of producing individual
marketing strategies.
The relationship between senior officers and elected members is also crucial to the
effective management of libraries and leisure services. Usherwood points out that as
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an officer, the librarian is accountable to the members who are in turn accountable
to the community:
This has important implications in terms of the openness of the decision-
making process and the acceptance of responsibility for decisions and
policies (Usherwood, 1989, 37).
The issue of the relationship with members, local authority culture, and their
influence on marketing practice will be investigated in more detail in chapter six.
The importance of local authority support for the mission and aims and objectives
of services is an essential prerequisite for developing an effective marketing
strategy. Service managers must be as prepared to market their services as
proactively to the committee/council as to the public. It is the politicians who
ultimately control the finances for library and leisure services and it is as important
to attract resources, as to allocate them. This relationship is equally significant in
the development of new services.
2.5 Service planning and development
Historically, there has been little long term planning for the development of library
or leisure services. This was due partly to a reluctance in local authority services to
adopt business management practices and partly to the lack of focus on the role of
library and leisure services as discussed above. Services in the UK have expanded
in times of generous funding, as in the 1970s and 1980s, to reflect the objectives of
the local council (Kinnell and MacDougall, 1997, 108). The introduction and
implementation of marketing plans, however, faced many obstacles:
Marketing has to invade the territory previously occupied by other
specialists and take some of their influences and status away. That is
inevitable . . .there will be disputes about roles, about resource allocation,
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about status, about priorities and about objectives and the criteria by which
success is judged (Spillard, 1985, 92).
The successful implementation of marketing plans depends on the commitment of
all staff to the planning process and involves
• delegation
• participation
• motivation
• leadership
• integration (Greenley, 1986).
All these factors are essential in the involvement of staff in the planning and
marketing processes for new services and specifically in customer oriented service
delivery. One Director of Leisure Services interviewed described how:
The most difficult challenge is to ensure that all staff perceive marketing and
customer service as important parts of their jobs, and are committed to the
concept. No plan will work unless there is firstly this basic staff support in
place. . . Another challenge is that of setting standards and performance
indicators. It is very difficult for staff to define their services in quantifiable
terms and indeed there is great resistance to the idea. So there needs to be
much planning to convince staff that it is necessary and beneficial to them in
the long term.
In this case marketing planning was in its early stages in 1991, but coordination and
programming through a marketing planning process was underway: the objectives
for the coming year had been established and specific marketing activities had been
planned such as market research into the sound recordings service, a study of the
lettings processes in libraries while the promotion of library services was already
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well advanced (as in the other case studies in the UK, promotion was the most
developed aspect of the marketing process).
At Clydesdale Leisure Services the director was clear that staff awareness and
understanding was crucial to the planning and development of the service. He was
keen to communicate the new management style and explain the issues to staff:
to ensure the successful delivery of services in the future it is essential
that all staff become involved in the process and are aware of the
Department's aims and objectives. In the past year most Sections have been
regularly appraised of developments within the Department, either by the
Director in open meetings or through Section team meetings. This improved
and increased communication must continue, which, following discussions
with all staff, sets out all of the issues involved.. .(Clydesdale District
Council, 1989, 1).
It was clearly evident in 1991 that most local authorities needed to develop more
effective mechanisms for long term strategic planning as well as medium and short
term marketing plans for each service (see chapter three). While there was little
evidence of long term planning, particularly in library services, many managers had
shown an ability to utilize a marketing approach in the delivery of individual
service delivery initiatives. In the London Borough of Sutton, while there was a
marketing manager for the Leisure Department in post in 1991, he found that most
activity was devolved to sections and specific service developments. The library
service was considering opening the central library on Sundays and negotiations
with council members and consultations with community interest groups had formed
part of the Assistant Director's wider plan for developing the service. Sunday
opening was finally implemented in 1995 with a successful promotional campaign.
88
By the end of 1999 there were notable advances in the systematic planning of both
Sutton leisure and library services, now separated in different service groups. As
part of the Learning for Life Group, Sutton libraries were allied with education in
1999. The business plan for 2000 - 2003 reflected the need to focus on this new
agenda particularly in the areas of improved access to electronic information,
learning opportunities for all, and local council information (Sutton Learning for
Life, 1999). Leisure services were preparing a local leisure plan in compliance with
the government's requirements for Best Value and to set out the Authority's policies
with regard to local leisure needs and a strategy for achieving its goals (Sutton
Leisure Services, nd).
The problems engendered by local government reorganization meant that in some
cases marketing processes were hampered by uncertainties over the existence, or
not, of a central marketing unit, or the retention of marketing/promotion staff for
individual services. In those cases where the local authority had established a
central unit or post responsible for marketing and promotion activities there was
evidence of an increase in corporate strategic marketing planning. The necessity of
having a strong communications policy to implement marketing planning and to
keep staff informed and involved, however, was vital. In Birmingham the pressures
of convergence in 1994, staff changes, and budgetary restrictions, meant that
marketing resources were redistributed across the Department of Leisure and
Community Services. Whereas library services had previously had a dedicated
marketing section of four and a half staff, other divisions had not had the same
level of investment in marketing. A new unit of fourteen marketing and PR staff
was formed which led to a more strategically planned corporate approach to
marketing of services in all sections of the new department.
In the new unitary authority of Leicester City Council, established in April 1997,
the former Leisure Services Department took over the city sections of the
Museums, Arts and Records Service and the Libraries and Information Service,
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both previously managed by Leicestershire County Council, to form the new Arts
and Leisure Department. Following the new council's launch of its Strategic
Direction document, the department published a Service Plan which aimed to
provide a strategy for the development of arts and leisure services within the
corporate priorities set out by the council. The importance of a corporate approach
to strategic planning was stressed but, at the same time the needs and characteristics
of different services were recognized:
The need for a strategic approach to the planning and development of leisure
provision is now well established. We need to be flexible in our approach,
so we can accommodate changes in legislation, changing demands of local
people, new types of provision and different approaches to delivering
services (Leicester City Council, 1998, 3).
As a number of different strategies and policies were being developed for individual
services, the document aimed to draw together the main strands of each of those
initiatives to facilitate priority decision making for the service as a whole. It
constituted the basis for the development of a leisure plan which would provide a
strategy for the longer term reflecting the needs of the city, and focusing on a
leisure-led regeneration in partnership with private, voluntary and other public
sector agencies. The leisure plan was still being compiled at the end of 1999, but in
the meantime the Leicester City Libraries had produced its second Annual Library
Plan in compliance with the government requirements (Leicester City Libraries,
1999). These documents will be discussed in more detail later in this study.
There was very little evidence of strategic planning for library or leisure services in
Ireland until the government required local authorities to adopt a strategic
management approach in 1996 (Ireland. Department of the Environment and Local
Government, 1996). The Local Government Act of 1994 required public library
authorities to produce development programmes, but few of the subsequent plans
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exhibited a strategic planning or marketing approach. One, however, did set out the
aims and objectives of the service within the overall context of the county council's
strategic management initiative, also recognizing the importance of customer needs:
The aims of Cavan Library Service are:
• to be a principal focus of cultural life;
• to foster self-development of the individual/group at each stage of
education;
• to make accurate information speedily available (local, national and
international);
• to play a major part in encouraging the positive and creative use of
recreation and leisure time.
To achieve these aims, this Development Programme takes into account:
• that the Library Service must at all times be relevant to the needs of the
people of Cavan;
• that the Library Service must at all times be prepared to change, adapt,
develop and grow to meet identified needs;
• that the Library Service must be prepared to utilize new systems of
information technology (Cavan County Council, 1997, 1-2).
In the report Branching Out, the Irish Department of the Environment and Local
Government made many recommendations for the improvement of access to and
resourcing of public libraries in Ireland. However, no emphasis was placed on the
necessary management processes involved, the setting of aims and objectives, or on
the importance of strategic planning for service development. The report
recommended a marketing plan be undertaken by each authority but no reference
was made to the need to integrate marketing with management objectives and
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planning processes (Ireland. Department of the Environment and Local
Government, 1998).
In Wales, reorganization of local government led to the division of Clwyd and
Gwynedd library authorities between six new unitary authorities in 1996. In
Wrexham the new Director of Culture, Leisure and Libraries (previously the
Deputy Director of Ciwyd Library and Information Service) created a new post of
marketing manager which was one of the first appointments to be made. He
believed that the inclusion of libraries in the new converged grouping of services
created enormous possibilities in terms of marketing and publicity:
• . . now we have a full-time marketing officer who literally holds all the three
strands and nevertheless is able to work across and through those strands,
bringing things together.
The national review of UK public libraries in 1997 recognized the need for service
development planning, particularly in relation to information and communications
technology. All authorities were required to produce annual library plans to include
policies, services, targets, and standards (Great Britain. Department of National
Heritage, 1997). While this provided a national framework for development it
allowed local authorities to make the necessary decisions on objectives and how to
implement them. This process will only be effective if service planning is used
systematically. The Audit Commission report found little evidence of this and
stressed the need for a coherent strategic approach to service delivery:
To make a success of change on the required scale, authorities need planning
processes that integrate all aspects of service provision and enable strategic
decisions to be taken. Service planning needs more attention at all levels of
the library service. It is not just another time pressure, but the means of
keeping all the other pressures under control (Audit Commission, 1997, 50).
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In particular, the Audit Commission noted the general lack of linking mechanisms
between corporate aims and library policies, between library aspirations and actions
taken, and between targets and the planning process. The Audit Commission
findings confirm the results of this study which found that the more rigorous
approaches to planning and service delivery were in leisure services departments or
in the large converged leisure directorates including libraries, such as Leicester and
Birmingham. A more detailed examination of the development of strategic planning
appears in chapter three.
2.6 Summary
The survey revealed a very wide range of services in terms of breadth and depth
provided by library and leisure services in the UK in particular and, to a lesser
extent in Ireland. This was mainly due to historical reasons whereby services
developed with few or no guidelines or strategic planning initiatives from central or
local government. Consequently most services have experienced problems
identifying a coherent mission or set of aims and objectives, and therefore lacked a
framework within which to plan service development. A number of recent reports
and government initiatives have sought to redress this situation and the requirement
for library services to produce annual development plans in the UK and Ireland
constitute a major step towards a systematic strategic planning process.
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Chapter Three
The development of marketing strategies and planning
3.1 Introduction
The development of marketing practices in UK public library authorities began in
the 1970s with the realisation that services should be promoted more to the public
and that attempts should be made to attract non-users (Cronin, 1980; Yorke, 1977).
In the 1980s public library managers gradually became more involved in the
broader range of marketing activities with the use of surveys of library use and non-
use (Whibley, 1981; Cheshire County Council, 1985). The literature reflected an
interest in the importance of corporate image and identity (Hutchinson and Kirby,
1981) and in public relations (Usherwood, 1981; Kinnell, 1989). Cronin (1984)
was optimistic that librarians were adopting marketing strategies as a tool to lesson
the impact of cut backs and the recession.
While in the mid 1970s few marketing practices were being applied (Cowell, 1979),
by the 1980s leisure services managers were beginning to be attracted to marketing
as a way forward in the face of economic retrenchment. The importance of
identifying priorities and customer needs increased as the necessity to compete with
private facilities became more evident (Yorke, 1984).
The increasing competition from the private sector, combined with the problems in
funding levels and meeting community needs in the 1980s, had to be met with
improvements in service delivery and development in both libraries and leisure
services. The attraction of marketing was that it offered managers a mechanism to
help them balance limited resources with community needs. Unlike their private
sector counterparts, local authority managers needed to set objectives, fulfil their
social responsibilities, and raise levels of customer satisfaction within existing
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budgets. Providing services with which the private sector did not have to be
concerned, such as services and facilities for the disadvantaged, meant that libraries
and leisure services had much more complex goals than that of profitability. The
added complexity of CCT, and later Best Value, for service managers meant that
while both client and contractor were involved in decision making and local
authorities retained powers over programming and pricing, "marketing and
promotion of facilities is to be carried out by contractors" (Audit Commission,
1990). The problems resulting from this split in responsibilities had obvious
implications for the coherence, implementation and effectiveness of marketing
strategy and planning (These issues are discussed in depth in chapter six).
This chapter is concerned with the development of strategic planning in local
authority library services, and the extent to which this process included the adoption
of marketing principles and practice, using leisure services as a comparator. The
data provided in this chapter are taken from the questionnaire survey, the case study
interviews and the documentation supplied by interviewees.
3.2 Structures and organization of marketing
The survey of UK public library and leisure service managers conducted for this
study revealed that almost half the services had either a person or a team
responsible for marketing (figures 6 and 7), but that the allocation of this
responsibility varied greatly between leisure and library services. Twice as many
leisure services had a specified marketing officer or manager compared with
libraries (table 13). There was a clear preference in library services for marketing
activities to be the responsibility of the promotion or publicity department. This
response highlighted a lack of distinction between the terms 'marketing' and
'promotion' in the minds of senior managers which was encountered throughout the
research.
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Yes
43%
Figure 6: Person or team responsible for marketing
Public libraries (UK)
Proposed Not specified
1%8%
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No
42%
Yes
48%
Figure 7: Person or team responsible for marketing
Leisure services (UK)
Not specified
Proposed	 2%
8%
1 OOb
Table 13: Job/team titles and responsibility for marketing (UK)
Job or team title	 Libraries	 Leisure
UK %ROI UK % ROl
n=139 n=24 n=373 n=16
Marketing manager/officer 	 20	 -	 39
	
1
Marketing team/group	 22	 -	 16
Promotion/publicity officer	 10	 -	 6
Promotion/publicity team/section	 15	 -	 1
%=total number of citations by public libraries/leisure services
In Ireland the picture was slightly different; whereas over half the leisure services
surveyed indicated that there was a specific person or team responsible for
marketing, this was the case in only 17% of library authorities. In only one case of
all leisure and library services surveyed was there a specific position of marketing
supervisor (in a leisure facility), (figures 8 and 9). In leisure services the
responsibility for marketing was invariably that of the facilities manager, and in
libraries it was either that of a senior librarian or city/county librarian.
In UK libraries there was a correlation between the size of the organization (in
terms of staff numbers) and the existence of a person or team responsible for
marketing. Of the 60 library services in the UK with a person/team designated with
marketing responsibilities, 47 were from the larger authorities with between 101
and 1000 employees. However, this was not the case in leisure authorities, where of
the 180 authorities with a dedicated post or team, 126 were small organizations with
up to 50 staff (see correlation tables in Appendix B).
The existence of a dedicated marketing budget was clearly linked to marketing
structures. Where a budget had been allocated for marketing in library or leisure
services, it might be argued that managers had recognized the significance of
marketing principles and practice. However, if marketing was treated as an
organization-wide activity and there was an integrated approach to marketing, a
101
Figure 8: Person or team responsible for marketing
Public libraries (ROl)
Proposed
4%	 Yes
INU
79%
101a
No
38%
Yes
56%
Figure 9: Person or team responsible for marketing
Leisure services (ROl)
Proposed
6%
lOib
separate budget allocation would be inappropriate, other than for specific activities
such as promotion. Nevertheless, it was still felt to be important to establish the
financial commitment of services to marketing. The findings of the survey revealed
that a quarter of library services had a separate marketing budget, compared with
more than half of leisure services in the UK. The majority of Irish library services
and over half of leisure services had no marketing budget (table 14).
Table 14: Marketing budget
Budget
Yes
No
Proposed
Not sDecified
Libraries
% UK(n=139)
26
63
8
3
%ROI
4
83
4
8
Leisure
=24) % UK (n=373
57
35
7
1
% ROl (n=1
38
56
6
% = total number of respondents
However, these figures are somewhat misleading in that some respondents were
referring to promotion budgets here rather than budgets for the full range of
marketing activities. In the comments relating to this question respondents described
marketing budgets under a range of terms including promotion, advertising,
publicity, information programme, public relations, display, news and information,
and market research. In some cases marketing budgets were split between several
headings in both library and leisure services. In leisure services marketing was
variously described as being absorbed in tourism, advertising and printing. Library
managers stated, for example, that the marketing budget was combined with arts,
with the countryside and heritage sites, and one described a corporate marketing
budget for leisure, culture and library services.
The interviews with service managers confirmed the complexity of budgetary
provision for marketing. In one library authority the budget was taken from the
book fund, but only for materials. Managers saw the spread of funds across budget
heads as an important means of keeping managerial control over their services.
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Another library manager used this system for funding marketing, but only where
this did not conflict with council policy:
We can vire expenditure across budget heads - so long as we don't go
against the main policies. There is a policy objective to restore our book
fund to an acceptable level for instance, so it would not be acceptable for us
to take £20,000 out of the book fund for marketing. However, it would be
acceptable, if we could justify it, to take £10,000 out of Personnel and put it
into marketing (Deputy County Librarian).
A range of organizational structures was evidenced in the case studies, but the
findings from the questionnaire survey confirmed that marketing in library services
(apart from some in leisure directorates) appeared less likely to have evolved as a
co-ordinated, organization-wide set of activities with clear links to other
management functions. Leicestershire Libraries and Information Services had an
established Marketing and Publicity section in 1991, but, on investigation this
proved to deal purely with promotional issues. The section was included when the
city libraries became part of the Arts and Leisure Department in the new unitary
authority of Leicester in 1997; in 1999 it was still concerned with promotion but
had become part of the quality and development section, responsible for strategy
and planning. However, the post of Quality and Development Manager, created
some months earlier, had not been filled at the end of 1999.
In Leicester Recreation and Arts Department in 1991 marketing was not allocated a
separate budget or personnel as it was seen as totally integrated into the
management process:
I see marketing as an integral planning and management process; it's not
something which should be costed separately (Deputy Director).
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These findings indicate the different levels and stages of marketing development
between local authority services. Other writers have suggested a number of
organizational structures to account for the evolution of marketing practices. These
can be summarised in a model of development stages as follows:
1. A sales/promotion unit
2. Specialised advertising, promotion and market research
3. Complex and well developed marketing functions with specialised multi-
unit teams and decentralisation across the organisation (Piercy, 1985).
Discussions with the managers of the case study services confirmed the different
organizational structures and stages of development identified by the questionnaire.
There tended to be a more developed marketing structure in leisure services,
reflecting the complex organizational challenges posed by CCT and a new
competitive environment. In Leicester, in 1991, the recently appointed Deputy
Director of Recreation and Arts had found it necessary to change the organizational
culture of the department in order to introduce a customer-centred approach to
service delivery. This had involved a major training operation to give managers a
basic knowledge of marketing concepts and techniques; what was needed, he said,
was "corporate change necessary to change the whole organization to this business
mentality". This service had already reached the second and third stages of the
model cited above by the end of 1991. The library service for Leicestershire (as it
was before reorganization) had less need at that time to implement the same degree
of organizational restructuring. Marketing here, as referred to above, was devolved
to a panel of staff drawn from various levels with a marketing and publicity officer
and two additional staff who dealt with promotion and publicity material (stages one
and two of the model). However, the subsequent introduction of local management
of schools, and the devolution of the school library service, was a major influence
resulting in the reappraisal and development of marketing in the public library
service. This led to decentralization and a clearer definition of marketing practices.
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A fundamental cultural reorientation was experienced by the city libraries on
convergence with Leicester leisure services in 1997. The effects on marketing
practice are described below.
The problem of marketing being allocated priority status in the library service
without the resources to make it any one staff member's responsibility, was
articulated by one Deputy County Librarian, but reflected the case in several other
authorities. In this case the answer had been to create a marketing team to co-
ordinate and formalize marketing decision-making.
The leisure directorate in Clydesdale (later incorporated under reorganization as
part of South Lanarkshire Council) which included the public library service, had
integrated marketing throughout the organization. Each of the management team
and departmental managers was responsible for marketing their services, but co-
ordinated activities such as market research at regular meetings:
so that if there was a need for X or any of the others to add some costings
to something that Y was doing, then that opportunity would arise (Director
of Leisure Services).
Within the general customer orientation of the service, individual section managers
were able to develop their own marketing strategy for service development and
delivery:
In my section.. .we would see marketing very much as a service design
activity; we are in to quality and are now installing BS5750 as a platform for
total quality management. Quality is a very much more holistic approach,
which we are taking now (Section manager).
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This leisure department had evolved into a "communication-oriented marketing
organisation" (Piercy, 1985) where contacts between managers, staff and customers
in all sections are essential to facilitate the structure and exchange processes of a
complex service (stage three of the model above).
3.3 Marketing strategy development
In today's world of providing services in a market-led, commercially-oriented
environment the term "strategy" is used frequently without definition to cover a
range of activities. For the purposes of this research the term is used to describe the
task of determining the direction the organization plans to follow in the long term
and the methods used to obtain the necessary resources (Kinnell and MacDougall,
1994, 45). In this way marketing strategies should match resources with aims and
objectives while integrating the work of departments and sections in the
organization.
A review of definitions on marketing strategy has led to a consensus on the
following areas:
• services must reach agreement on exactly what business they are in - the
mission;
• this mission must be viewed over a long timescale of several years;
• the methods used to achieve the mission will be broad and directional rather
than narrow and detailed;
• decisions as to the correct procedures depend on matching resources and
capabilities of the organization with the possibilities offered by the environment
in the present and in the future;
• marketing strategies should clearly set out how to achieve a competitive
advantage by winning new users or customers for the service (Smith and Saker,
1992).
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The importance of an overall strategic approach for libraries was recognized
officially in the UK in 1991 when the Working Group on Public Library Objectives
recommended the development of policy objectives within a three to five year
strategic plan (Great Britain. Office of Arts and Libraries, 1991). Later reviews of
UK public libraries (Aslib, 1995; Great Britain Department of National Heritage,
1997) led to the Department of Culture, Media and Sport requiring that all public
libraries submit detailed annual plans which:
.will form a key element in the development of future national strategy
(Mackay, 1997).
An earlier initiative by the Audit Commission in relation to local authority leisure
and sports services made the recommendation that a strategy review be carried out
to address the issues of objectives, facilities and pricing. A model of a strategic
review was suggested:
• to determine the authority's social objectives and which needs it is trying to
satisfy;
to identify present and future needs;
to identify the authority's financial constraints in terms of revenue and capital
costs;
to set targets and decide how to meet needs;
• to identify staffing budgets and needs - number, skills and structure;
• to identify management information needed to monitor progress (Audit
Commission, 1989, 19).
The model comprises many of the basic marketing principles which will be
discussed during the course of this study.
107
In Ireland the Public Library Service Review Group recommended in 1987 that
library authorities should prepare development programmes to:
• . . indicate the development objectives of the library service for the
functional area of the library authority and should state the measures taken
or proposed to be taken to secure these objectives (Public Library Service
Review Group (Ireland), 1987, 50).
However, this recommendation was not included in legislation until the 1994 Local
Government Act when public libraries were required to produce annual plans (These
are discussed below). The Irish Department of the Environment and Local
Government published a public library policy document in late 1998 which
identified and analysed the vision, objectives and policy issues for public libraries.
While more attention was paid to the importance of promotion of libraries, the
value of a marketing approach was also stressed. The document recommended that
a local marketing plan be developed and published by each library authority based
on the results of market research. Marketing of libraries at national level was also
recognised as essential and should be aimed at decision makers in government and
other agencies, particularly information suppliers (Ireland. Department of the
Environment and Local Government, 1998).
At Birmingham Libraries the statement of aims and objectives formed the basis for
the library services strategy which proposed a marketing plan to identify needs,
develop targeted services, and to work with other agencies and departments in the
development of integrated strategies (Birmingham City Council Library Services,
1991). The promotion of the library service was integral to the general strategy to
promote the city of Birmingham. The Director of Library Services felt that the
integration of marketing with other management functions was a positive result of
the planning process:
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Most of what's contained within our strategy is about saying our service is
much more .. .there are a number of proactive things that we need to be
doing, and those proactive things are not just put in place in order to benefit
groups within the community although that's their primary purpose. They
will also have the spin-off effect of raising the profile of the library service
and expectations of what it can deliver.
In April 1994 the three existing departments of Libraries, Museums and Recreation,
and Community Services in Birmingham were converged to form one new
Department of Leisure and Community Services. Previously each division had a
marketing and public relations team which were merged under a new marketing
function for the whole Department. The recognition of the value of marketing had
increased with supportive management in the Libraries and Learning Division and,
while marketing resources were now redistributed across the whole department, the
library service could call on the support of a new marketing and public relations
section of 14 staff. A new libraries strategy was developed to provide a framework
for managers in planning for three years ahead. Strategic objectives and priorities
comprised:
1. The delivery of high quality services by (for example):
continuing to improve services within the resources available;
measuring performance against strategic objectives and key performance
indicators which emphasise quality and equity of service;
communicating to citizens the quality and quantity of services achieved.
2. To meet needs equitably and sensitively by
meeting the needs of the widest cross-section of people and to ensure the needs
of people experiencing disadvantage are met appropriately and in a sensitive
way;
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• improving the quality and range of materials and services available in libraries
ensuring they reflect the diverse composition of the city's population;
• continuing to develop and implement programmes of positive action to improve
the representation of women, black and ethnic minorities and people with
disabilities.
3. To improve access to and take-up of services by all groups by
ensuring the service is responsive to the needs and preferences of local people;
• encouraging high levels of take-up of library services by all communities within
the city;
• developing programmes of customer research, consultation and feedback to
identify the needs of users and non-users;
continuing to promote the use of library services through a sustained city-wide
campaign;
targeting provision of services effectively to distinct groups within the city and
encouraging take-up by those groups.
4. To network with the wider library and information community, so as to enhance
the contribution of the service to the local community by (for example)
• ensuring that Birmingham develops its role as a centre of excellence and
innovation in public library provision.
5. To improve the quality of life of local people by (for example)
• further promoting literature and the related arts, encouraging reading in
particular;
• providing information and other services to support the commercial and
industrial sector;
• improving access to information for those seeking work, training opportunities
and developing their skills;
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• continuing to promote the community libraries as important focal points for
local activities (Birmingham City Council Department of Leisure and
Community Services, 1995, 10-18).
Other services had developed strategy documents in response to the pressures of
CCT and other recent changes in local government, such as convergence of leisure
and library services. In the joint Directorate of Leisure Services (including libraries
and arts) in the London Borough of Sutton, a leisure strategy was developed
through discussions between the various divisions. The general objectives for
leisure were set out by the director and then negotiated with the individual assistant
directors to reach an agreed statement which reflected the aims of all services.
Following that, each division developed one year, three year and five year plans,
although the libraries division had already produced these (before convergence)
following a set of aims and objectives designed for the short to medium term. The
library service had implemented a monitoring process to continually review and
refine the objectives which helped to ensure the targets were realistic. In 1991 the
marketing manager for Leisure Services was developing a corporate marketing
strategy but although this was completed it was never implemented. In 1996 the
post of marketing manager no longer existed and the responsibilities for marketing
were devolved to divisions with a design studio and promotions assistant at
department level. In the absence of any overall marketing management each section
developed its own plans:
We decide on an initiative in the library service - the first thing we do is go
to the promotions people, we talk through the thing and decide how we are
going to put on the event, or introduce a new service or whatever it is.. .In
essence it is not that different, it is just that there isn't that link person there
any more (Head of Libraries and Heritage).
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The Director of Leisure Services explained that at council level the members were
much more concerned with annual service development plans, objectives, and the
dissemination of core values rather than marketing management. The heads of
divisions were on performance related pay with personal objectives which were
reviewed by the director of Leisure Services every two or three months.
In 1999 Sutton underwent a fundamental reorganization to comply one year early
with the government's agenda for modernising local government. All the previous
departments were replaced with four strategic groupings comprising 18 service
units. Directors of the strategy groups worked with the Chief Executive as a
corporate management team. Sutton Library, Heritage and Registration comprised
one service unit and were linked with education in the grouping called Learning for
Life. Marketing remained integral to the management of the authority and
specifically to the overall planning of the library service. All Sutton Council's
service units were required to produce three year business plans from 2000
incorporating objectives, resourcing, and work planning. The Library, Heritage and
Registration Service produced a comprehensive business plan in 1999, in addition to
the annual library plans of 1998 and 1999:
It [the business plan] has our plans for our future development, resource and
financial implications; what we need to do to meet the Disability and
Discrimination Act; what we are doing for targeted groups. We have a new
Director of finance and information services who wants us to have one
document which Members in the new structure can then monitor, and make
sure that we are delivering and doing what we say (Head of Library,
Heritage and Registration Services).
The business plan set out all library services, and the external partners involved in
providing them (where appropriate), in addition to the main external influences and
changes in legislation which affect service delivery. Service standards, objectives,
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targets and reviews were listed in conjunction with key performance indicators,
financial and training implications, as well as communication and consultation
issues (Sutton Learning for Life, 1999).
The annual library plan for 1999 reflected the recent reorganization and linking of
libraries with the education service, by focusing on the role of libraries in
promoting lifelong learning, as prioritised by the government. The plan
incorporated new initiatives to achieve the Council's aim of "making Sutton a
learning community", such as providing public Internet access at all libraries,
actively encouraging reading and improving literacy and numeracy (London
Borough of Sutton, 1999).
In Leicester Recreation and Arts Department the importance of reviewing and
analysing progress on an annual basis was stressed as early as 1991: whether the
issues had changed, how far targets were being met, and to what extent aims and
objectives were achieved:
The annual action plan programme will become the annual statement of
targets for that year, but they will be cross-referenced back to the marketing
strategies and the overall strategy (Deputy Director Leicester Recreation and
Arts Department).
Annual service plans were compiled for each service which identify priority areas
and targets for the year ahead enabling managers to plan within the resources
available. This was done in conjunction with line managers and teams or networks
representing geographical areas and arts, sports, children and young people, and
parks to co-ordinate with the overall service strategy and marketing plans.
Income generation and pricing strategies were also under review in 1996 and
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the renamed Leicester Leisure Services had commissioned an independent analysis
of sponsorship policy. It was hoped to obtain increased sponsorship and develop
more partnerships with the private sector reflecting the need to increase resources.
Additional areas under review were fees and charges and other income generating
opportunities such as investments in new equipment which would pay for itself in
the longer term. Rationalising property owned by the Department and optimising
use of buildings provided more scope for cutting costs without reducing services.
When unitary status for Leicester was announced in early 1996, preparatory work
increased and a new strategy document was developed. Unitary status would
include the transfer of arts, museums and libraries from the county council to city
council control and become part of the Leisure Services department. A programme
of work was developed to produce a series of strategies for the four areas linked to
unitary status - libraries, museums, arts, and children/young people. These were
co-ordinated with the strategies for each area (north, south, east and west) and with
those for arts, sports, children and parks. These documents were used to generate a
range of priorities for development in each of these areas and, in turn, would be
used to develop the new strategy document for the department incorporating new
marketing plans and budget strategies.
Local government reorganization and a new national government in 1997 meant
fundamental change in terms of unitary status and the introduction of Best Value
and other new initiatives for library and leisure services such as Leicester. The
extent of the reorientation and adoption of a new organizational culture in terms of
management and marketing policies by the new Leicester City Library service was
described as "unrecognisable" by the Operations Manager in 1999:
The quality and development side is quite different from what we had
before. We have a much more imaginative style of approach and lots more
initiatives.
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The second annual library plan, produced in 1999, reflected the new organizational
culture and the development of a strategic approach to planning service delivery.
The "medium term strategy" for libraries was dominated by the information
technology strategy for libraries which formed part of the overall Arts and Leisure
Department information systems strategy which was:
a prioritised programme of investment in information and
communications technology to ensure that expenditure in this costly area of
service is prioritised in a way that meets the business needs of the
department (Leicester City Libraries, 1999, 8).
This was an example of the integration of the newly acquired library service into
the strategic planning processes of the already established Arts and Leisure
department. The importance of the Council's strategic direction policies was evident
throughout the library plan as the foundation of all policy and service development.
The core objective of integrity and sustainability for Leicester was underpinned by
the four corporate priorities of social justice, economic prosperity, environmental
quality and cultural diversity. As part of the Arts and Leisure planning process, and
directly relating to those core priorities, four departmental theme groups were
established, covering community, environment, regeneration and equality. The
work of these theme groups facilitated the identification of departmental priorities
which were fed into the planning processes of all service areas. In addition to these
corporate and departmental priorities, the requirements of central government
policy also informed management and service planning development for libraries
and leisure. These issues included the raising of educational standards and
developing the culture of lifelong learning; and the adoption of the Best Value
initiative ensuring community consultation and improved participation in the
democratic process. Other locally identified priorities included in the planning
process were the aim of the Council to achieve Investors in People status in each
department; the need to address issues of social exclusion to achieve social, cultural
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and economic regeneration; and Eco-Managment Audit Scheme to enhance the
environment and improve the effectiveness of Council services.
Overall, the evidence in relation to UK libraries and leisure services was that
approaches to strategy development and setting of objectives was variable, although
some services, especially some leisure departments and those library services
converged with them, were beginning to develop a strategic planning culture in
response to changes such as CCT, reorganization, and, later, new initiatives such as
Best Value and social exclusion.
In 1994 two significant Irish government initiatives recognised the need for a move
towards strategic management and planning for local services. A programme of
change and modernisation for central and local government was set out in
Delivering Better Government (Ireland. Department of the Environment and Local
Government, 1994). The Local Government Act required that public library
authorities prepare "from time to time" a programme for the operation and
development of the service. This was to include:
• an outline of the existing service;
• the development objectives and priorities for the library service;
• the measures taken or proposed to be taken to secure those objectives;
• the financial or other implications of the programme;
• such other matters as are considered necessary by the library authority or as the
Minister may specify (Ireland. Local Government Act, 1994).
By late 1998 the majority of public library authorities had produced development
plans. In County Cavan, for example, a development programme was prepared by
the County Librarian to cover the period 1997-200 1 and included detailed sections
on the current position, analysis of the service, development of objectives and
priorities, service and infrastructure development measures, finance, targets, and
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implementation. While references to marketing were confined to promotional
activity, the analysis of strengths, weaknesses, opportunities and threats (SWOT)
provided a useful basis for the development of a strategic marketing plan. Limerick
County Libraries had also adopted a strategic approach, and, as well as a mission
statement, and a SWOT analysis, included a breakdown of strategic issues and
objectives. Objectives were then detailed including linkages with strategies,
standards and performance indicators for each one. Other library services produced
plans of varying quality and depth. Many comprised a simple description of
services and hoped for improvements over a five year period with, sometimes, a
brief SWOT analysis. There was a lack of strategic approach in the majority of
plans. In its report on Delivering libraries and information services in the
information age, An Chomhairle Leabharlanna (the Library Council) noted that in
its survey of all types of libraries only 16% of respondents had developed
marketing policies or plans. It recognised the need for external expertise, to learn
from best practice in other sectors such as bookshops, and to train staff in
marketing skills (Chomhairle Leabharlanna, 1999).
Evidence of a strategic approach to the planning of Irish sport and leisure services
by local authorities was lacking throughout the research. However, a national report
on sport in 1997 set out the first strategic plan for sport and recreation in Ireland by
reviewing priority issues and the current position, and outlined six main strategies
for co-ordinated development. The plan set short term and long term aims with
clear action plans and the funding required to implement the strategy. The review of
the current situation included a description of the role of local authorities and the
lack of a strategic approach was noted:
A commitment to strategic planning is required by the Department of the
Environment and local authorities. Through such a process, local authorities
would be enabled to state clearly what their objectives for sports services
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and facilities are, in addition to their role in the social and economic
development of their communities.
This role has not been fully recognised or appreciated in the past, and there
is no real effective forum to discuss sports development between the Sports
Council and the local authorities. There is a need to ensure that local
authorities are strong partners in the implementation of the strategy and that
they are encouraged to plan for sport in their area (Ireland. Department of
Education, 1997, 22).
3.3.1 Strategic planning documents
The survey revealed little evidence of the general adoption of marketing strategies
by libraries or leisure services in the UK or Ireland. Only 3 % of UK libraries and
14% of leisure services had a written marketing strategy, while 13% of libraries
and 33% of leisure services said that they had one in preparation; 15 % of librarians
surveyed stated that the strategy was subsumed in a wider local authority strategy
(figures 10 and 11). One manager commented that:
As a small authority, planned marketing at a professional level is best done
in conjunction with neighbouring library authorities or through a corporate
approach from the local authority.
In Ireland there were no written marketing strategies for either libraries or leisure
services, and only 17% of libraries said they had one in preparation (figures 12 and
13). Seventeen per cent of Irish libraries and 31 % of leisure services said that it was
part of the wider authority marketing strategy.
Even where there were marketing structures in place, organizational commitment
from all levels was often lacking:
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Figure 12: Existence of a marketing strategy
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Figure 13: Existence of a marketing strategy
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The potential is great but the mechanism to provide detailed information to
the marketing officer on which strategies may be based are lacking. Staff
appreciation of the value of marketing is not evident. A whole-hearted
corporate commitment to marketing down to the lower levels of staff would
strengthen the position of the marketing officer (Marketing Manager).
The importance of planning documentation was stressed by managers interviewed
for the research. It comprised a valuable method of clarifying the organizations'
aims and objectives, as well as establishing targets and communicating these to
staff, suppliers, contractors and customers. It should also identify the market
opportunity and the resources available to maintain a competitive position. Staff
input and feedback to the strategy document provided a feeling of involvement and
ownership of the service for employees. It could also be a useful means of
conveying policy guidelines to members of the authority and act as a reminder of
agreed principles.
The question as to how far the strategic marketing planning approach has been
applied in libraries since it was first introduced in the 1980s was one of the issues
addressed in this research. An assessment of the documentation collected during the
research indicated the level of uptake and implementation of marketing planning
processes (see Appendix D). All those managers of services which had prepared
statements of aims and objectives, marketing plans and marketing strategies were
asked to enclose a copy with their reply questionnaires. The response was the
receipt of documents from 45 % of library services and 28% of leisure services. The
documents were analysed according to:
• currency,
• length,
• marketing content,
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• strategy content
• planning content.
A further analysis was then carried out of those documents which included a
significant amount of marketing input.
• Currency of documents
Just under half of all the documents received were up to date while a quarter
from leisure services and 16% from libraries were three to four years old. A
substantial minority were undated (38% libraries and 27% leisure).
• Length
Most documents were only between one and nine pages long (69% of library
documents and 53% of leisure documents). However almost half of the
leisure documents and 31 % of those from libraries were over 10 pages in
length.
• Marketing content
A subjective evaluation of the amount and quality of marketing content was
made; publicity and promotion only were ignored. 62% of leisure
documents and only 35% of library documents mentioned marketing. Half
of these library documents and 39 % of leisure documents were assessed as
having an extensive marketing content (75 % - 100% of the whole
document). However, the level of detail or development of marketing areas
was poor in most of these. Leisure services tended to have a greater level of
detail and expansion and showed more evidence of marketing planning.
Only 27% of library documents and 47% of leisure services documents
which mentioned marketing had extensive or moderate levels of detail.
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• Strategy content
Strategy was defined as externally focused long-term planning, including
environmental or SWOT analyses and some attempt to relate objectives to
resourcing requirements. While "strategies" were frequently mentioned they
were usually not related to any long-term planning process. Only 19% of
library documentation included strategic planning, while 52 % of the leisure
service documents referred to it. Of those which mentioned strategy 46% of
the leisure and 42% of the library documents included extensive amounts of
strategy (75% - 100% of the document). Quality was generally poor
however, with around half of these documents offering very little detail or
expansion on strategy themes.
• Planning content
Planning was defined as short to medium term planning activities, including
those for specific services, facilities and programmes. Planning also
included aims and objectives, mission statements, and reviews of services -
the majority of the documents received comprised only these aspects.
Planning was mentioned in most of the documents received (90% of library
and 77% of leisure services documents). However, the quality of
information measured by the level of detail provided was poor in most
cases. Some objectives were so broad as to be meaningless, there was little
indication of targeting of services, and resourcing needs were seldom
referred to.
Clydesdale had produced the most extensive documentation on strategy. Quality
was a key issue as BS5750 was being implemented in leisure services. The new
Department of Leisure Services (including libraries) had been created in 1989 as a
result of CCT and:
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the need to be more accountable to the public for the provision of
services and more responsive to community needs (Clydesdale District
Council, 1989, 1).
In addition to a detailed service development plan, a document Clydesdale leisure
into the 90s had been produced to communicate to staff information about the new
structure, training policy and detailed plans for the future. This revealed that a high
priority was awarded to internal marketing (Clydesdale District Council, 1989).
Another document, Marketing Strategy, which had been produced by the previous
Directorate of Recreational Services was still being used as a model for the
development of marketing across the new Department. The strategy set out main
headings with clear steps for implementation, while details were left to the
individual divisions' marketing plans. The strategy document defined marketing,
stated the aims and objectives, followed by an outline of the market research
needed, both quantitative and qualitative. Information services necessary for staff,
elected members and outside bodies and individuals were outlined, such as
extending the public library service, seminars, talks, presentations and a
departmental library. The co-ordination of marketing resources within the
department was recommended as well as the need to provide increased resources for
market research. A detailed section on the most appropriate marketing mix for the
department described the need to implement policies on product, price, place, and
promotion. The strategy also emphasised the importance of liaison, sponsorship and
advertising, staff involvement, and marketing planning. The conclusion stated that:
The strategy should achieve the overall aim to improve services to the
community through the adoption of a market-orientated approach, but
should also make all staff aware of marketing as a style of management. It is
a clear recognition that the Directorate is "people-based" in the services
provided (Clydesdale District Council, 1988,14).
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The standard of production of strategy documents overall in 1991 was very
variable, from typed committee papers, one with hand-written amendments, to
separate marketing strategies like the one described above from Clydesdale and
another from Birmingham Recreation and Community Service for a major athletics
event. In most documents marketing was related mainly to promotion and the image
of the service. There was some evidence overall of a strategic approach albeit ad
hoc. Outlines of roles and policy objectives and environmental analysis were
prominent but there was little attention paid to any competition or to the targeting
of services.
The extent to which tourism was a major factor in local authorities appeared to
influence the amount and value of marketing content in the strategy documentation.
Rushcliffe Borough Council (Nottinghamshire) had a Tourism Action Plan
produced by the East Midlands Tourist Board (1990) which set out resources,
marketing activity, markets, a tourism strategy and methods of implementation.
Although a large amount of detail was provided, there was little development of the
product/market fit as used in the British Tourist Authority's Marketing Plan
(Jefferson and Lickorish, 1991).
Public library services documentation was more concerned with objectives,
targeting, and performance. Gloucestershire County Library, Arts and Museums
Department produced Objectives 1991 which followed the guidance of the Office of
Arts and Libraries on public library objectives (Gloucestershire County Library,
Arts and Museums, 1990). Marketing itself comprised only a small part of the
document reflecting the case in much of the library documentation and the
responses to the questionnaires which indicated that marketing libraries was part of
a wider local authority strategy.
By 1998 strategic planning documents in the form of annual library plans were
required of all library authorities, and those like Sutton and Leicester had integrated
123
In prepara
21%
123a
Figure 14: Existence of a specific marketing plan
Public libraries (ROl)
Not specified	 Yes
4/o
I0
In preparatio
25%
Figure 15: Existence of a specific marketing plan
Leisure services (ROl)
Not specified
6%	 Yes
I
3070
1 23b
strategic planning with management activities in both leisure and library services
(see sections 3.3 and 3.4.1).
3.4 Marketing planning
In the UK the effects of CCT on leisure services and contracting out in public
libraries (particularly library services to schools) meant that business planning of
service provision was essential. Marketing planning should include a mission
statement, SWOT analyses, marketing objectives, marketing strategies and action
plans for each section (McDonald, 1989).
Following on from the low level of strategic marketing documentation, it was not
surprising that the survey revealed a poor rate of targeted planning activity. In
Ireland just one library service and two leisure services surveyed indicated that they
had a specific marketing plan (figures 14 and 15). Only 4% of libraries and 14% of
leisure services in the UK had a marketing plan (figures 16 and 17). However,
another third of leisure services reported having a plan in preparation, which was
clearly a result of CCT (see also chapter 7.2). The development of the relationship
between the client and the provider meant a new focus on marketing planning was
necessary and local authorities needed to define their key marketing responsibilities,
as recommended by the Sports Council
Pricing - leisure services set prices in the contractor's specification.
• Programming - leisure services control the facilities and services programme
ensuring co-ordination between the different sections.
• Publicity - leisure services can control and co-ordinate publicity, maintain the
corporate image and ensure that communication with the public is relevant and
suitable.
• Market research - the co-ordination and carrying out of research activities is
essential in identifying future needs and trends and assists in monitoring quality.
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Figure 17: Existence of a specific marketing plan
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• Organisation and dissemination of information - the local authority should
supply comprehensive information on sport and recreation facilities to the
community (Sports Council, 1990).
While the survey showed that 20% of UK leisure services reviewed plans on an
annual basis, only 10% of UK public libraries reviewed them as frequently. Half
the library respondents commented on the implementation of marketing plans. Forty
per cent stated that it was conducted very much on an ad hoc basis, but some did
not consider this to be a negative situation:
A statement of marketing strategy and a plan would assist in the
improvement of marketing, but absence of both does not prevent marketing
activity.
It is part of the general culture and ethos of the library service.
As the service is swamped by the present level of demand, marketing is not
a priority.
Leisure services managers generally had a more positive attitude to marketing
planning and, although many activities were ad hoc, a number reported that it was
the responsibility of individual facilities with central co-ordination:
With such a wide range of services and customers, a single plan or strategy
would be so loose as to be unworkable. Keen to develop marketing
strategies and plans for individual services or facilities as called upon.
Will be a requirement of CCT specifications to provide a marketing plan for
indoor recreation facilities. Reviewed annually.
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An example of a disciplined approach was provided by Leicester City Council
Recreation and Arts Department, as discussed above, where marketing planning
was closely related to the overall strategic plan and reviewed annually to match
aims and objectives with the customer oriented approach:
• . .we're trying to pull together the total planning framework for the whole
department (Deputy Director).
The marketing planning process requires management and organizational input at
three critical levels
• Analytical - techniques - procedures - systems;
• Behavioural - managerial perceptions - participation - motivation -
commitment - ownership;
• Organizational - structure - information - culture - management
signals/behaviour (Piercy and Morgan, 1990).
The research showed that few library or leisure services were well developed in
any of the three levels - analytical, behavioural or organizational. Analytical
methods would he learnt through training and by putting planning into practice of
which the research showed little evidence (see chapter seven). The behavioural
elements may have been present in some senior managers but were less likely in
enough quantity or quality in staff generally. A correlation analysis of the
questionnaire respondents revealed that of those services with no person or team
responsible for marketing, 91% also had no marketing plan and 99% had no
marketing strategy. There was also little evidence of organizational competence,
particularly in terms of marketing culture and information, as shown in chapter
four. Short to medium term planning was the most prevalent in the documentation
collected during the research, with little long-term strategic planning, targeting, or
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financial and other resource identification. Even with the requirement that library
authorities produce annual library plans from 1998, planning was mainly restricted
to short and medium-term periods of up to three years only. Both Sutton and
Leicester had comprehensive annual library plans, but Sutton Library Service had
also developed, in 1999, a business plan for the years 2000-2003 (Sutton Learning
for Life, 1999). The problems that all authorities faced when considering long-
term planning was the lack of knowledge as to future resourcing limitations. These
issues are discussed further later in this study.
There were no marketing plans submitted by Irish library or leisure services. By
the end of the 1990s, however, the importance of marketing libraries was
recognised and recommended by two major reports. Some confusion as to the
definition of marketing and promotion was evident in the government's report on
public libraries, but nevertheless, there was a clear recognition of the need for
more research into user requirements, and that marketing plans based on the
findings should be developed by each library authority (Ireland. Department of the
Environment and Local Government, 1998). There was a clearer exposition of the
need for strategic marketing planning by An Chomhairle Leabharlanna in its 1999
report on library and information services (Chomhairle Leabhar!anna, 1999). Both
reports stressed the need for an overall national approach to marketing library
services and recommended a strategic marketing plan to "understand and meet the
needs of users of libraries and information services at national level" (Chomhairle
Leabharlanna, 1999, 193).
3.4.1 Implementation of marketing plans
The main benefits of marketing planning can be summarised as:
• clear objectives understood by staff and customers;
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• priorities set out and explained;
• co-ordinated activities;
• identification of future developments and expected trends;
• improved communication at all levels;
• less waste and duplication of resources;
• greater control over the organisation and improved ability to deal with
unexpected events.
However, as the literature shows, even in the commercial sector the level of
uptake and implementation of marketing plans in the 1980s was very low
(Greenley, 1985; Leppard and McDonald, 1992). Some of the major barriers to
implementation included:
• poor support from senior management;
• the lack of a plan for the implementation of marketing strategies;
• the lack of line management support.
Problems with implementation ranged from outright hostility of staff, lack of
required skills, lack of information, to inadequate organizational structures.
Elements of these factors were found throughout the survey of marketing practice in
library and leisure services, but there were also many noteworthy initiatives which
will be highlighted during this study.
The culture of the organization was shown by Leppard and McDonald to be crucial
to the planning and implementation of marketing. They argued that the two key
features are the culture which has evolved according to the stage of development or
maturity of the organisation and the attitudes of senior management. As already
shown in the case study examples from Leicester City Recreation and Arts
Department and from Clydesdale Leisure Services, the commitment and drive for
change to a marketing approach came from the Deputy Director and Director of
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these services respectively. It was clear from the research that unless senior
managers understood and instigated marketing strategies and practices, any attempts
from staff lower down the scale were unlikely to succeed. A change in
organizational values and attitudes is necessary to implement such policies and this
demands a total commitment from the top managers. A mature organization should
be more able to develop marketing planning than a newer one according to Leppard
and McDonald (1992). While library services have been in operation much longer
than most leisure services departments in local authorities, the evidence from this
survey would seem to suggest that management expertise and culture are more
influential than maturity in organizational terms. In the case of Leicester City
Council, the convergence of the library service with the new Arts and Leisure
Department in 1997 constituted a fundamental change in approach to marketing
planning and practice for library managers:
We're far, far more adventurous now than we ever were before in our
marketing (Operations Manager, Leicester City Libraries).
A full discussion of the constraints to marketing is provided in chapter six.
As shown in this and other studies, senior managers in library and leisure services
have introduced successful marketing planning in specific areas. The development
of a strategy for a particular area of the service was often a successful way of
introducing marketing planning to the rest of the organization. In Sutton the library
service had already developed action plans before they were introduced in the
leisure services, and in Manchester, Gallimore (1992) has described the
development of a strategy for the Commercial Library, one of the largest public
sector business libraries in the UK. Here a pragmatic approach based on Kotler's
model for organizational analysis was used to define the service and develop
appropriate strategies:
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• Mission analysis - analyzing objectives;
Market analysis - defining the market - assessing the needs of users and
potential users;
• Resource analysis - providing the resources and services to meet those needs;
• Promotion - informing users and potential users about the services;
• Evaluation - measuring the degree of take-up of services;
• Feedback - modifying the strategy in the light of evaluation (Kotler, 1980, 20).
A more incremental approach to the implementation of marketing has been
suggested by those who argue that a gradual introduction of marketing planning is
more likely to succeed in an unstable organizational culture or environment. This
opportunistic approach has been suggested for public services like libraries where
changing the culture of the organization may be counterproductive (Saker and
Speed, 1992). On the other hand, Cronin argued that "mainstream marketing" was
essential for public libraries and that it had become " the art of managing power"
(Cronin, 1992, 5). The incremental or gradual approach was found in a number of
the case studies conducted for this survey. For example, in 1991 the Marketing
Manager for Leisure Services in Sutton found that marketing was still very much
seen as publicity and promotion, and aims and objectives were only being discussed
at council level. He therefore found that he had to deal with the marketing needs of
individual sections as they arose, rather than being able to develop a strategy for the
whole department. The marketing section was not high on the organisational
structure and it was difficult to influence decision making and policy. He had to act
as an informal networker of information, feeding in marketing knowledge to the
decision-making process as and when appropriate. Nevertheless, Sutton leisure
services in 1991 were leading the way with the only named marketing section in the
authority. The lack of support for the marketing section was evidenced by the fact
that the marketing manager's post was later discontinued, as mentioned above.
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As part of Leisure Services the library service in Sutton was also developing
marketing in specific areas rather than adopting a service-wide approach. The
assistant director had wanted to increase services to the housebound for some time
and not succeeded. At a capital expenditure planning meeting he was asked what to
include in the budget for the next year and suggested the housebound service. It was
agreed and then he was asked to write a report to explain what the money would be
used for. It was only then that market research and consultation with disability
action groups was undertaken. While the housebound had been part of the
department's broad strategy, a marketing plan providing details of the proposed
development may have been inappropriate or unnecessary considering the political
and financial realities facing management.
By the end of 1999, the integration of marketing policy with management planning
was well developed in the London Borough of Sutton library services. As evidenced
in the annual library plan, and the business plan, also published in 1999, marketing
principles were embedded in the management process. Issues associated with the
marketing mix, for example, including place, promotion, personnel, product and
price, were considered in the development of service level agreements and
programmes for monitoring services in the future (London Borough of Sutton
Library Service, 1999, 7). Resource analysis, evaluation of services and public
consultation were well established, but although regular surveys were carried out,
market analysis and specific targeting of services lacked depth. These issues are
discussed in more detail later in the study.
The approach in the new authority of South Lanarkshire (including Clydesdale) was
to identify objectives and service areas for the recently created (in 1997)
Department of Community Resources which included leisure services, commercial
operations, enforcement and support services. The first major undertaking for the
policy and marketing manager was to develop a service statement as:
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• . .the keystone of the forward planning process for Community Resources.
As an entirely new department facing new legislative and administrative
requirements, it is important that common goals are set out and that the
public, Members and Officers are clear as to how each service will work
towards achieving them.. .The end result is that the root purpose behind any
strategy document has been achieved; the difference between what is
currently provided and what is and will be wanted and needed by customers
in the future has been assessed; objectives have been put in place to make
good the differences where it is possible to do so; these objectives will be
continually reviewed to ensure that they remain relevant to the good of the
community at large (South Lanarkshire Council, 1998, 2).
The service statement included a listing of service responsibilities, customers
served, aims and policies, socio-economic and resource factors, and partners.
Strategic themes and objectives were described including Best Value and quality
services, and were linked to corporate policies. Following this initiative, detailed
service plans were developed in 1998 with individual tasks broken down by actions
showing staff responsibilities, timing, performance measures and outcomes, budget,
income targets and linkages to corporate policies.
In the face of huge organisational restructuring, both external and internal, the task
in South Lanarkshire had been to set out the aims of the council and identify the
service product before attention could be paid to a strategic marketing plan:
.the constrictions of public service marketing mean that politically we are
told what the product will be and then we have to go out and market it -
that's the way it works (Policy and Marketing Manager).
In 1991 the Deputy Director at Leicester Recreation and Arts Department was keen
to develop a clear marketing policy based on priority issues:
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I am really trying to put a block on all development at the moment, trying to
stop, think, analyse a few issues that will need to be tackled. School sports
is a major issue that the department needs to address.
Other services, while not implementing a formal marketing plan did have a clear
view of priorities with marketing strategies for particular initiatives. In Clwyd
library authority the information service Businessline Ciwyd was a commercial
operation with business and marketing plans. A short term action programme for
the library service which was put to members for agreement contained a marketing
element to target a specific community or customer group. In this way a health
information service was also developed. Having gained political assent, senior
managers would then develop targets for the service with their own staff. The
Assistant County Librarians would have the task of:
• . .the inculcation process of going round each of our librarians in the field.
They will state the service's policy and targets and get librarians to relate
these to the various local communities, setting themselves targets library by
library (Deputy County Librarian).
Another incremental approach had been taken by Leicestershire Libraries and
Information Service which developed and improved marketing expertise by running
a successful annual literature festival. This was not originally part of a marketing
plan for the service but the vision of the then County Librarian, and succeeded in
amassing a large amount of marketing experience and improving the expertise of
the department's marketing and publicity office. Subsequently the business
information service was contracted out to De Montfort University, and, following
the implementation of local management of schools, the schools library service
became a business unit. These events also served to reinforce and enhance the
marketing skills of staff in the library service. (The literature festival was used
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later, in 1999, as a marketing tool to help define the new Leicester City Library
Service in the minds of the local population. National Library Week was also used
to promote the service and distinguish it from the county library service).
A marketing plan was part of the strategic action plan put to Members of
Leicestershire County Council by the Objectives and Strategies Working Party in
1996:
To a large extent it is simply a matter of writing down what is already in
place - we have got a strategy but it wasn't written down in some glossy
format. We have got one clear in our own minds and it will need to be
endorsed by members (Director Libraries and Information Service).
The Leicester City Arts and Leisure Department had integrated marketing principles
into management policy and practice since 1991, as discussed above. The effect of
this and the new requirements by government for annual library plans were to have
a major impact on the new City Library Service after unitary status in 1997. The
Operations Manager described how all sections, including libraries, were working
to implement the core objectives set by the City Council. One of the main aims was
to target services at specific communities and areas of need. Marketing principles
and practice were being utilised to adapt corporate aims, set required standards and
develop opportunities to improve service delivery and uptake. Resourcing methods
such as new opportunities funding and partnerships with voluntary and commercial
organizations were being exploited to implement service developments and new
initiatives such as homework support clubs, Bookstart schemes for young families,
and training in ICT for older people (Leicester City Libraries, 1999).
3.5 Summary
The research has revealed overall a low level of strategic marketing activity, with
more attention being focused during a time of reorganization and continual policy
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changes in local and central government, on objective setting and service planning
rather than on marketing strategy per Se. The lack of a strategic business like
approach in local authorities meant that the introduction of a marketing orientated
culture frequently depended on the drive and expertise of individual senior officers.
In the UK public library authorities have been shown as less likely to have
developed marketing strategies or plans than leisure services where CCT was a
major influence. However, the implementation of local management of schools,
annual library plans, and latterly Best Value, has meant that libraries have also had
to adopt a more strategic approach to marketing and planning service development
in the late 1990s.
In Ireland many of the incentives to develop a strategic marketing approach have
been lacking, and there was no evidence of planning processes in the authorities
surveyed. However, the lead from central government in terms of the strategic
management initiative; the recommendations of two reports on libraries (Ireland.
Department of the Environment and Local Government, 1998; Chomhairle
Leabharlanna, 1999); and the national plan for sport (Ireland. Department of
Education, 1997), have meant a significant step forward towards the adoption and
development of a strategic planning process.
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Chapter Four
Information, market segmentation and targeting.
4.1 Introduction
In this chapter the importance of a range of information on customers, past, present
and potential, is examined in the light of evidence from the survey, documents and
the case study interviews. The use of marketing information including routine
statistics, performance indicators, and market research is discussed. Targeting and
segmentation policies and practices are also considered in their role as key
marketing tools in the definition and profiling of customer groups.
4.2 Marketing information
Information is the key to successful marketing decision making. Kotler and Andreasen
describe the system for collecting, analyzing, and disseminating relevant marketing
information as a "marketing information system" which:
• . . is a continuing and interacting structure of people, equipment and procedures
designed to gather, sort, analyze, evaluate and distribute pertinent, timely, and
accurate information for use by marketing decision makers to improve their
marketing planning, execution and control (Kotler and Andreasen, 1996, 216).
Within the general marketing environment the marketing information system comprises
four main elements:
Internal reports comprise the type of information routinely collected by the
organization - this would include membership records, addresses of customers,
142
Both
27%
Figure 18: Collection of management information
Public libraries (UK)
Not specified	
By computer10%
'f070
1 42a
mputer
7%
Figure 19: Collection of management information
Leisure services (UK)
Not specified
6%
Manually
48%
1 42b
numbers of readers or visitors, stock records, use of activities/sections/facilities,
income generation accounts and budgets.
Marketing intelligence includes the information on external events and influences
which marketing managers must develop in order to keep track of new legislation,
competitor behaviour, possible sponsorship deals, publicity, public relations and
partnership opportunities.
Marketing research involves the study of a particular area or part of the service in
order to facilitate decision making.
Analytical marketing consists of techniques using computer modelling to analyse
marketing data and problems, which tends to be used more by larger organizations
and commercial companies (Kotler and Andreasen, 1996, 217-9).
This research found that these elements were used to a variable and, in many cases,
very limited degree in public libraries and leisure services. Internal report information
was collected by all services surveyed, but to varying degrees and with differing levels
of integration into management decision making. There was no evidence that
marketing intelligence was collected systematically but rather that it depended on
senior managers' contacts, informal networking and level of awareness of external
events. The amount of market research conducted overall was disappointing but there
was evidence of very high quality research in some cases. There was no evidence
provided of advanced marketing technology in the authorities surveyed.
4.2.1 Internal report information and performance indicators
It was found that in both libraries and leisure services almost half of those surveyed in
the UK still collected all internal report information manually, while more leisure
services (27%) than libraries (17%) used computer data collection. 27% of libraries
and 19% of leisure services used both manual and computer systems to gather their
information (see figures 18 and 19). In Ireland 58% of libraries said they collected all
information manually while 42% stated that they used both manual and computer
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methods. Half of the leisure services in Ireland used manual methods of collection and
almost half used a combination of both methods (figures 20 and 21). This confirmed
the results of other studies at the time which also found that computer generated
information was not available in many libraries (Kinnell Evans, 1991; Batt, 1990 and
1992).
Since this survey was conducted the use of computer technology in the collection of
internal report information has increased in both leisure and library services in the UK
and Ireland. While recent detailed figures are difficult to obtain especially for leisure
services, spending on electronic equipment and services in libraries has grown
consistently over the last decade in the UK (Creaser and Spiller, 1997, 15). In Ireland,
while 70% of central libraries had automated their registration processes, this was the
case in only 40% of branch libraries in 1998 (Chomhairle Leabharlanna, 1999).
The development of internal report information has increased in importance in libraries
and leisure services as managers are now required to relate input costs to clearly defined
output measures or performance indicators. The influence of CCT, the Citizens Charter,
and other quality initiatives have been significant in the new accountable market
environment of public services (Brockman, 1997). Managers have had to develop
systems to answer specific questions on whether they were achieving their objectives
and on how, and where, improvements could be made (Day, 1990; Benington and
White, 1988). While regular statistics have been produced by the Chartered Institute of
Public Finance and Accountancy (CIPFA) since 1972 on both leisure and library use,
they have lacked the detail required in some areas, such as electronic provision in
libraries, for example (Creaser and Spiller, 1997, 15). However, in 1990 King
Research, which produced the most comprehensive study of performance indicators in
public libraries up to that date, stated that the CIPFA statistics provided a good basis for
assessing annual performance. The report also provided an indication of the value to be
gained from external and internal comparisons of each of the indicators analyzed (Great
Britain. Office of Arts and Libraries, 1990). The level of government requirements for
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output measurement was surprisingly low. Even when they were published in 1993, the
Audit Commission indicators for public libraries were brief:
1. The number of items issued by the authority's libraries:
(a) books
(b) other items
2. The number of public libraries:
(c) open 45 hours per week or more
(d) open 30-44 hours per week
(e) open 10-29 hours per week
(f) mobile libraries.
3. The number of visits by members of the public to public libraries.
4. The amount spent per head of population on books and other materials.
5. The amount spent per head of population on libraries.
Scotland had separate indicators set by the Commission for Local Authority Accounts in
Scotland which were similar but included the average time taken to satisfy book requests
and the total library staff costs per item issued (Performance indicators set, 1993;
England and Sumsion, 1995, 107).
Leisure authorities, like most local authority services, tended in the past to rely purely
on input measurements - the finance available, the facilities supplied and the staff
employed. At the time of this survey, CIPFA figures provided valuable guidelines for
leisure managers setting performance indicators. The Sports Council had issued targets
for subsidy levels, but these were based on figures calculated in 1981 (Sports Council,
1981). These indicators did provide a guide as to the level of performance of the
facilities in comparison with earlier years and other services, but have little coimection
with the needs of the community served. The measurement of output indicators has in
the main been restricted to total attendances (number of visits) while the actual level of
utilisation (number of users and amount of space and time used) of the service has been
145
%UK(n=373)	 % ROI(n=1
95
86
84
84
71
64
60
60
57
54
54
50
48
45
39
37
36
23
36
22
2
86
69
69
50
63
31
56
63
56
38
56
n/a
25
13
25
25
38
13
31
6
0
neglected (Torkildsen, 1992). The indicators used by leisure services and public
libraries are shown in tables 15 and 16.
Table 15: Performance indicators used in leisure services
Indicators
Number of attendances -
• total
• adult
• juvenile
• by activity
• by individual facility area
User surveys
Salary costs of individual facilities/services
Customer satisfaction/dissatisfaction
Prices of local authority competitors
Number of attendances by concession type
Energy costs of individual facilities/services
Subsidy per user
Income per user
Expenditure per user
No of attendances by members/non members
Services of competitors -
• private sector
• local authority
• voluntary
No of attendances by target groups
No of attendances by local residents/non residents
Others'
% - total respondents
These figures show the reliance on overall attendance figures as main indicators of the
output levels of leisure services, as against utilization of services by target groups,
residents and concession groups (with the exception of children and young people).
Three respondents commented that the collection of information varied according to the
Other indicators used by leisure services were:
Tourism surveys on visitors & potential visitors; Total income per sport category; External non-user
surveys; Non-user survey; Effectiveness of advertising; Pass ticketing; Monthly statistical analysis
sheet.
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activity/facility and a further three stated that they would be starting to collect more
information in the future. One comment stated that it was "All done routinely, but not
necessarily regularly". This approach was borne out by managers' reactions in the case
study interviews who sometimes questioned the value of time spent collecting
information manually, and very much welcomed computerization when internal report
information would be easier to amass and more effectively collated.
Table 16: Performance indicators in public library services
Indicator
Additions to stock per annum/total stock
Reservations satisfied in given time/total received
Discards of stock per annum/total stock
Registered users/population
Loans/active lending stock
No of items of stock/population
No of staff/population
Proportion of stock on public shelves
Size of building/catchment population
Enquiries received/population
Enquiries satisfied/total received
Opening hours per 1000 population
Costs of staff salaries per capita
In library use (head count)
Enquiries received by type
Active users/population
No. of promotional activities/population
Cost per user of stock
Prices charged by other organizations
Cost of special & outreach services per capita
User satisfaction
No of study places available/population
Cost of reference and info, services per capita
Cost per user of equipment
Others2
%ROI =24
92
54
92
96
79
67
54
25
54
21
38
38
29
8
17
50
25
33
4
8
21
17
8
13
4
2 Other indicators used by libraries were:
Cost per issue for individual branches; Issues per opening hour; Issues per capita; Loans per head of
staff; Loans per £ of media fund; Issues per volume of stock, per staff hours; ssues per head of
staff, per live stock; Membership per 1000 issues; Requests per 1000 issues; Figures on Welsh
books and materials; Suggestion box.
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It was apparent from these figures that generally much less importance was placed on
the use of reference facilities and information provision than on stock management and
lending figures. The other indicators quoted by librarians also revealed a commitment to
issue statistics (see footnote 2). This was perhaps to the detriment of information
collection on other library use such as reference work, study purposes and use by target
groups in the community. This can be equated with the emphasis on attendance figures
by leisure services managers. These statistics are the easiest to collect and collate but
their value is over estimated. At most they indicate the volume of throughput of stock
and users, but other measures of performance such as outreach activity, effective service
provision, promotional events, and social impact on the community must be assessed
through qualitative measures (Kinnell Evans, 1991). For libraries these were set out in
the King research which related performance to user satisfaction in effectiveness
measures such as the amount of use by satisfaction level. This would involve the
maintenance of constant records of library use and also regular user surveys to identify,
for example:
the average amount of use of reference services per year by those who are very
satisfied with the quality of reference services (Great Britain. Office of Arts and
Libraries, 1990, 6-7)
Two librarians reported that they were increasing their range of statistics and two stated
that they collected only those required by CIPFA. Resources were obviously a key to
the collection of management information but there were opposing attitudes to its use:
Some of the above done in a limited way: staff levels do not allow for desirable
but non-essential frills.
Service being computerized; aims to improve information for management.
148
There was a reaction against the collection of management information discernible in
some comments from a number of the questionnaires and case studies of both leisure
and library services:
I question the value of these, and need reminding. (Leisure manager).
Some managers also doubted the usefulness of computerized management information:
that only gives you part of the picture, it doesn't give you the subjective view
of the user and the non-user (Director of County Library Service).
One senior leisure services marketing manager experienced problems with computer
technology and staff attitudes in relation to the collection of management information.
In 1998, the newly reorganized unitary leisure authority of South Lanarkshire had to
contend with a range of different incompatible computer systems in its facilities, one of
which had actually had all its records wiped off and had to start from scratch building
files of members. In addition, many of the centres were still using paper based
collection methods for performance indicators and it was difficult to persuade staff to
collect the necessary information:
Generally the culture has been, with a few honourable exceptions, that they just
don't do that sort of thing. It takes threats from management before they will do
it (Policy and Marketing Manager).
This manager, whose background was in the business sector, found it difficult to
understand why staff were reluctant to record the information, but emphasized that the
Labour government's Best Value initiative would make it an essential part of non-
financial accounting. (The implications for staff training and service quality are
discussed in chapter seven).
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The survey found that while large amounts of information were being collected by both
leisure and library authorities in the UK and Ireland, mostly manually, the subsequent
data was rarely used to its full potential and analytical marketing processes were under
developed. It was often the case in leisure authorities that some facilities/services had
more developed internal report systems and application of performance indicators than
others in the same department. This made the collation and use of management
information problematic from an overall strategic position, as in one city leisure services
department:
In relation to arts facilities there is no ongoing management information system;
it's a manual record at the end of the year and so it's less responsive (Marketing
Manager).
However, in other areas of this leisure authority, in particular in sport and play
facilities, management information was up to date and computerized:
The Council have made decisions based on that information, so it's used both in
terms of strategic decision-making and particularly in the sports area on a day to
day basis (Director of Leisure Services).
Another Deputy Director of Leisure Services, on his appointment in 1991, had to deal
with an out of date and out of touch system of management information by installing
quasi manual systems whereby managers sent in monthly performance measures on a
number of key indicators because previously:
there was no-one within the organisation who understood it. . .and I tried to use
that as a means of bludgeoning people into responding to management
information.
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Several library managers were also introducing performance indicators to their services
and considered it would be helpful in facilitating the planning process:
.for identifying priorities, identifying areas of weakness that we need to
concentrate on, and devising strategies for service delivery (Director of County
Library Service).
By the end of 1999 it was evident that the effects of central government demands for
annual library plans, increased accountability, and Best Value policies had not resulted
in the comprehensive use of management information. While regular surveys were
conducted and many statistics collated, there was still a lack of systematic integration of
the information into management planning and marketing practice. In the new unitary
authority of Leicester, regular MORI surveys showed high levels of user satisfaction
with Council services, but the surveys were generic in scope, did not investigate fully
the views of non-users, and did not segment the community. Thus, the effective
targeting of cost-effective, customer orientated services was impaired. In the three years
since unitary status the city library service had not developed a public consultation
methodology, although the Council had a policy on consultation. A new management
information system was being developed to replace the old County Council system in
order to allow a closer integration with the new authority. The library service planned to
incorporate performance monitoring data and the Public Libraries User Survey (PLUS)
information service in their new management information practices.
The London Borough of Sutton library service also planned to conduct the CIPFA
PLUS national standard survey for the first time at the end of 1999. The Library
Service Quality Control Manager stated that this would allow the service to address the
Audit Commission's new performance indicators and facilitate comparison with other
library services for the first time. The importance of research into qualitative
performance standards and indicators in libraries was finally being recognised and
implemented nationally.
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The cultural and organizational constraints on the marketing process are examined in
more detail in chapter six, while the quality implications of performance indicators and
other management information will be examined in chapter seven.
4.2.2 Market research
The survey revealed that over half the UK public library and leisure authorities surveyed
had conducted at least one marketing research study during the previous three years
(57% of libraries and 66% of leisure services); 248 leisure respondents cited 571 studies
undertaken, an average of 2.3 studies per authority, while 79 public libraries cited 184
studies (an average of 2.3 per authority). Thirty-two per cent of libraries and 36% of
leisure services surveyed had carried out at least three marketing services in the previous
three years. It is interesting to note that in spite of the lack of pressures from CCT,
libraries had conducted ,on average, as many market research studies as leisure services.
Three quarters of studies undertaken by libraries were conducted in-house, either by
library staff or by a local authority unit. Nearly twice as many leisure services
departments (34%) contracted out their marketing research to independent consultants.
Almost half the library surveys were described as general user or satisfaction surveys
with only 29% concerned with specific services or facilities. Leisure services were more
likely to undertake surveys relating to specific aspects of the service or particular
facilities (41%). Tables 17 and 18 set out the breakdown of surveys conducted into
specific service areas.
In Ireland five (21 %) of the 24 library authorities surveyed had conducted 10 surveys in
the previous 3 years, two of which were each responsible for three studies. The other
authorities had conducted one study each. Of the leisure services surveyed, four (25%)
had produced 6 surveys. One leisure service had conducted three surveys and the others
one each. All the Irish surveys were conducted in-house. These results were indicative
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of the low level of marketing orientation in Irish local authorities generally and of the
problem of very poor resources for research. In both libraries and leisure services there
was a tendency to concentrate on general user surveys (50% of library surveys and 67%
of leisure surveys). The number of surveys of non or lapsed users was low in both
sectors, with only 3 % of both library and leisure surveys in the UK and none in Ireland
being concerned with this area specifically. A small proportion of user surveys
submitted by respondents included sections on non-users (see below).
Table 17: Public libraries marketing research surveys relating to specific
services/facilities
Services/facilities
Audio visual materials/video/CDs
Opening hours
Information/reference provision
Community/local government information
Newspaper/journals
Mobile libraries
Reading habits/fiction provision
Open learning
OPAC/computers
Conference facilities
Biographies
Euro-connect
Music library
Arts provision
Others3
TOTAL
No. of surveys
UK
	
ROl
12
9
6
5
	
1
5
5
3
	
1
2
2
1
1
1
1
1
5
59
	
2
The market research conducted by libraries reflected the increasing interest in CD and
video lending emulating the general commercial trends. The result of severe budgetary
cuts in many UK authorities which led to widespread reductions in opening hours is
reflected in the number of studies in this area. It is also noticeable that the amount of
Other library marketing research surveys were:
Services provided by other authorities; Library and information plan; Tracking survey; Chief
librarian's report.
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No. of surveys
UK	 ROl
52
47
24
17
	
1
15
14
13
10
9
9
26
236
	
1
research into computer facilities was very low, in spite of the fact that computerization
was increasing at this time and was clearly becoming an essential information and
communication medium (Sproul and Kiesler, 1991; Aslib, 1995; Library and
Information Commission Working Group on Information Technology, 1997).
Table 18: Leisure services marketing research surveys relating to specific
services/facilities
Services/facilities
Pools and swimming
Sports and recreation centres/facilities
Arts and entertainments (concerts, theatre etc)
Health and fitness facilities/gym
Museums/heritage centres
Open spaces/parks/gardens
Libraries
Countryside parks/walks
Catering/bars
Golf
Others4*
TOTAL
The range and number of surveys of larger recreation facilities such as pools and sports
centres reflected the requirements of CCT in many local authorities and, in particular,
the necessity to produce figures for tender documents at this time. The references to
libraries, museums and arts indicated the increasing number of converged leisure, arts
and library services in local authorities.
Libraries were more likely to conduct surveys into particular target groups with 13 % of
library surveys devoted to specific sections of the community, while only 10% of the
Other leisure marketing research surveys were:
Buses to centres; Business plan; Survey of customers attending courses; Free draw in local press;
Placement of foreign business students; Effectiveness of advertising in different media; Dogs;
Promotion with local paper; Merchandising opportunities; Energy conservation.
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total number of leisure surveys cited were concerned with target groups (table 19).
Children and young people were the most frequently surveyed target group by public
libraries which were also a major concern of leisure authorities. However, tourism was
the area of most interest to leisure services as reflected in their market research. This
may reveal a tendency for centres of tourism to be more marketing oriented and the
need to exploit the seasonal nature of tourism. It also reflected the greater income
generation opportunities to be gained from the tourism market compared with other
groups. This received far greater attention, for example, than the needs of local
residents, the elderly, disabled or rural population for leisure services.
In Ireland, only Dublin Pubic Libraries had conducted surveys into target groups, and it
is interesting to note that the only survey cited on Irish language usage was conducted in
Northern Ireland.
Table 19: Marketing research surveys relating to target groups.
Libraries	 Surveys
	
Leisure	 Surveys
UK ROl	 UK ROl
Teenagers	 6	 Teenagers/youth	 4
Business community	 3	 Conference delegates 	 2
Children	 2	 Children/play facilities	 15	 1
Housebound/elderly	 2	 1	 Over 50s/elderly	 3
School library service	 2	 1	 Women	 6
Disabled/disadvantaged 	 3	 Disabled/disadvantaged	 3
Tourists	 2	 Tourists	 23
Ethnic minorities	 2	 Ethnic minorities	 1
Irish language	 1	 Rural population	 2
TOTAL	 23 2
	 TOTAL	 59	 1
A relatively small number of authorities forwarded copies of their survey reports, and
some sent copies of the questionnaires only. Nine library surveys and 32 leisure surveys
were received from UK services and one from a library authority in Ireland. The
majority were in-house surveys of users, but leisure services revealed more attention to
non-users than libraries. Of those submitted by libraries, only one survey included
lapsed users (11 %), whereas of leisure surveys submitted eight (25%) were of non-
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users. A higher proportion of surveys received from leisure services were conducted by
outside consultancies (31%) than from libraries (22%). In fact one of the two externally
conducted surveys of libraries received was commissioned by Clydesdale District
Council as part of a survey of all its leisure services. Those surveys conducted in-house
by both leisure and library services were often very brief surveys of users' personal
details, frequency and type of use, travel arrangements, general level of satisfaction and
preferences. A characteristic of many surveys was the general lack of interpretation of
data for management information or apparent use of the data for strategic planning or
marketing practice, apart from promotion. A brief summary paragraph would refer to
the overall satisfaction rate of users and the need for more resources for promotion. For
example, quotations from survey documents included the following:
the survey showed that there is a great deal of potential in
'x' library. It highlighted a tired collection of books and a loyal readership.
Levels of satisfaction were high amongst respondents, but then this was to be
expected - they wouldn't be users if they weren't.
There is obviously a need to improve the publicity for the service, as many
people only heard about it through word of mouth, and this was the most
commonly suggested improvement.
The surveys conducted by leisure services indicated a greater marketing orientation, not
only in the numbers of surveys conducted, but also in the greater use of outside
consultants and in the range and content quality of the survey reports. The surveys
conducted by specialist consultants generally provided more information on objectives,
methodology, sampling procedures, interpretation of the data, recommendations,
suggested actions and issues to be considered. Qualitative research was more likely to be
included in the leisure surveys conducted by consultants, than in other surveys. One
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survey submitted was a qualitative research report on play centres based on interviews
and discussions with children, parents and child-minders.
The need to consistently relate market research and information collection to key
objectives was important, especially when services were often approached by
researchers or students from universities suggesting research projects into different
aspects of the service. Equally, staff who were interested in doing research "for its own
sake" rather than within a strategically planned research programme could be wasting
resources, however interesting the research study was:
• . .the research programme, the marketing programme and the support
programmes have got to be tied into the department's objectives. If the target
group is people with disabilities, then why are we doing market research on
ethnic minorities? (Deputy Director Recreation and Arts Department).
Overall there was a more positive approach by managers to the administration and
application of marketing research surveys than to performance indicators:
Objective market research has got to be the future of the foundation of the
planning process... it is not only telling you that there is a reaction to what you
are currently doing, but also indicating areas in which you are perceived as
being weak or areas in which you are not meeting the need at all (Director of
County Library Service).
Senior managers generally found market research to be a useful source of management
information even when they disagreed with the conclusions. In Clwyd a survey of users
and non-users of the library service conducted by the Harris Research Centre concluded
that there was nothing that could be done by libraries to attract those people who said
they didn't have time to read and did not need to use the library:
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Most of the reasons why the non-users do not use the library (more) have little
to do with the libraries themselves and there is not much room for increasing the
attraction of libraries to this group (Harris Research Centre, 1990, 27).
The Assistant County Librarian, however, strongly disagreed with this statement:
• . .1 thought that was an argument that our marketing was totally inadequate,
because people don't associate libraries with the actual product we are now
producing.
The use of outside organizations to conduct market research was felt to be an advantage
in most cases if resources were available to support it. This was apparent where services
had little previous experience of survey processes and questionnaire design, and also
because of the objective element which could be used to great political advantage both
externally and within the organization:
I think we'd have made more mistakes if we hadn't had someone to help us. But
equally, the great advantage of this of course, is that it is an outside organization
and we can make use of that... it does say some very nice things about certain
aspects of the library service, and we're publicising that.. .Equally it does allow
us to put the argument over with our own staff and get them to rethink things
(Assistant County Librarian).
Several library and leisure authorities commissioned MORI surveys in their regular
market research programmes which many used as a broad monitor of service provision,
in addition to locally conducted user surveys of individual services or facilities. Senior
managers used the research to help develop planning strategy documentation:
It has served to endorse the previous strategy and is helping to create the new
documentation (Deputy Director, Recreation Services).
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The fact that almost twice as many leisure services as libraries commissioned external
companies to conduct market research is enlightened by a comment from one Director
of Libraries and Information Services who did not use outside consultants. He felt that it
was more relevant when considering developing income-generating services:
My reaction to that would be that we don't have the in-house expertise to do that
sort of commercial market research, given the stories about the commercial
sector getting it wrong.
Library services were relatively unaffected by CCT compared with leisure and
recreation departments in local government, although income generation was becoming
more important throughout the 1990s in the UK (see chapter six).
By 1996 Birmingham Libraries had developed a substantial programme of research
including regular user surveys of the central library and community libraries, non-user
and community group studies, and assessments of user satisfaction levels across the
various service areas. Birmingham was also a partner in the CIPFA PLUS initiative
developing a national standard for public library user surveys. This facilitated direct
comparisons to be made between different services but still enabled individual services
to add specific locally relevant questions. Market research was interpreted in terms of an
overview for general use and also as an indication for specific action in particular areas:
this has become part of our culture now (Head of Birmingham Central Library).
The use of area profiling by Birmingham Libraries which began in 1990/1, had been a
very valuable market research exercise and had been utilised in the plaiming of services,
allocation of resources, and to inform the book fund allocation in 1996. The findings of
each area profile or survey were used to identify specific areas of disadvantage or gaps
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in provision for every locality, and then resources would be allocated according to the
level of need in each library catchment area (Birmingham Library Services, 1991).
The importance of involving staff in marketing at all levels and in market research
programmes in particular was stressed by senior managers in two of the case studies. It
was necessary to generate a feeling of ownership of the research and to disseminate the
results fully to all staff. In Birmingham Libraries monthly seminars were held where
research was considered, data from research was interpreted and the implications of the
findings discussed. In Clydesdale Leisure and Library Services all market research was
discussed at departmental management meetings so that all sections knew what was
planned and could contribute information as necessary.
It was clear that, by the end of the 1990s, there was increasing dissatisfaction with the
regular surveys such as those conducted by MORI in both leisure and library
authorities. Senior managers had become much more sophisticated in their management
information requirements, and expressed the need for more qualitative and comparable
means of measuring service performance. As discussed elsewhere, this was due mainly
to the government's increasing pressures on local authorities to be more accountable to
the public. Chief officers were sceptical of surveys that showed high levels of
satisfaction with the service, and criticised them for lack of depth and scope (see above
4.2.1). Equally, surveys of lapsed and non-users were regarded of little use as
management information. In Sutton a survey of lapsed users of the library service in
1999 merely showed that people did not have time to visit the library:
They [lapsed users] immediately rush to the defensive and say there is nothing
wrong with the service. Occasionally it might be quite nice if they said there is
something wrong with it, which is why we don't use it. Then we could do
something about it (Head of Library, Heritage and Registration Services).
160
In Ireland the recommendation by the Institute of Leisure and Amenity Management to
employ a market research consultant had led to the appointment of a marketing officer,
a promotions budget and improved facilities for staff in Navan recreation services. In
Ireland generally, however, the issue was one of lack of resources for any extra work.
Market research was too expensive in terms of staff time and resources for most leisure
and library services. Kilkenny County Libraries, for example, had last undertaken a
survey 15 years previously when a new library building was opened. The County
Council had recently conducted a general survey of local authority services in which the
library service achieved the top position. However, the librarian did not regard this as
totally positive, in that the survey was too general and the results superficial, as it failed
to take account of the areas in the county where there was no library service at all. This
would not help in bidding for increased resources for future service development. The
need for more market research was recognised in a major review of Irish libraries and
information services in 1999. The report stressed the importance of research as a
marketing tool arid recommended that "we should carry out more research on users and
non-users" (Chomhairle Leabharlanna, 1999, 193).
The survey highlighted the need for a coordinated, systematic and efficient methodology
for the collection of management information in all areas of library and leisure service
provision. This was especially apparent in Ireland where the lack of information was
apparent in the very poor levels of planning documentation and strategic approach to
service marketing.
4. 3 Market segmentation and targeting
It has often been claimed that the problem with municipally managed leisure
facilities is that they try to cater for all the community rather than concentrate
and penetrate a segment of the total market (Torkildsen, 1992, 362).
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This was also the case in public library services until the 1990s when increased
accountability in local government raised awareness generally of the need to target
specific market segments. This awareness of the need for change was illustrated by a
number of comments from managers in their responses to the question on targeting:
At present all services are untargeted - this will change.
This is being considered by a working group.
Information about the community served is crucial to local authority service managers.
Segmentation and targeting of market groups can provide essential data to facilitate
decision-making on service development. Kotler and Andreasen defined four stages of
market segmentation for non-profit organizations:
mass marketing means that the organization offers one product or service to
everyone who can use it, making no allowances for individual preferences;
• differentiated marketing is product oriented and the organization offers alternative
services or products to the market as a whole;
• target marketing is customer oriented; the organization recognizes the different
market segments and identifies a number of groups to target by developing
services/products specifically designed to meet their needs;
• niche marketing is also customer oriented but the organization concentrates all its
resources on one or two market segments only (Kotler and Andreasen, 1996, 153).
Local authority library and leisure services have, in the past, been very much product
oriented offering a differentiated marketing style, whereby various alternative services
have been provided in the hope that they would satisfy as many of the public as
possible. In the modern competitive public sector environment it is essential for library
services in particular to adopt a market segmentation approach and define target groups
in accordance with local needs. Library services have a broad-based product and
162
therefore a very wide potential market. It is impossible, both economically and
practically, to provide a comprehensive service to the entire community. Limited
resources imply the need to offer particular value-added services to a set of clearly
defined target groups (for example, the disabled, children, local businesses, and ethnic
minority groups), while a wide-ranging core service is offered to the community as a
whole.
Prioritizing service delivery is a major consideration for library and leisure service
managers, as this may be dictated by members' statutory duties and the priorities and
policies of the party in power:
The improvement of the targeting of services to a customer orientated basis
across council services as a whole was one of the tenets of the Liberal
Democratic manifesto, so, with the creation of Leisure Services, marketing was
given a very high profile (Assistant Director of Leisure Services, Libraries and
Arts).
The survey for this research revealed very little evidence of formal market segmentation
overall in leisure and library services. Although most senior managers did indicate that
specific groups within the community were targeted - such as children, teenagers, the
elderly, and disabled, (table 20), many authorities appeared to have a blanket approach
and the tendency was in fact towards product orientation rather than customer
orientation. For example, while 94% of UK library authorities provided services for the
elderly and housebound/disabled, only 48% actually stated that they also targeted this
group. Seventy five per cent of libraries stated that they provided a business information
service and yet only 42% indicated that they also targeted this group (see correlation
tables in Appendix B). A number of senior managers of leisure services stated that
targeting policy depended on the activity or event which they wished to market:
[It] depends on what we are marketing.
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Target group
%ROI
(n = 24)
96
63
71
42
42
54
0
%ROI
(n=16)
69
44
38
25
31
13
6
44
13
25
4
Leisure
%UK
(n =373)
63
58
39
50
45
35
23
59
19
Libraries
%UK
(n = 139)
Children	 71
Elderly	 53
Teenagers/youth	 53
Disabled	 50
Unwaged	 24
Socially disadvantaged 29
Ethnic minorities	 38
Women	 -
Bus mess community	 46
Not specified	 13
[It is] generally led by nature of event.
Table 20: Target groups in leisure and library authorities
= total library or leisure respondents
Children and young people were together the most significant group in all services in
both the UK and Ireland in terms of targeting. Irish libraries in particular were almost
unanimous in their attention to children's services. One reason for this was pointed out
by a Director of Leisure Services who stressed the long term benefits of targeting
children:
if you can get the kids involved in using your services then hopefully they'll
continue to use them as adults and then encourage their kids to use them as well.
I think that's quite an important factor for the longer term.
One of the main points of difference between libraries and leisure services was in the
case of women who were targeted by a majority of leisure services. In the UK this
partly reflected the need for women-only sessions by certain sections of the ethnic
minority community for religious reasons. It was found by a number of authorities that
these sessions were also very popular with other women. It was interesting to note that
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in 1996 Birmingham Central Library had successfully introduced women-only study
tables.
Other groups targeted by leisure authorities included rural communities, the middle-
aged and early retired, mothers and toddlers, tourists, the business community and
family groups. Library authorities cited additional target groups as adult learners and
those with learning difficulties, prisons and hospitals, music societies, the housebound
and isolated families, and minority language speakers. Two leisure and two library
authorities in the UK cited gays and lesbians as target groups. Irish leisure service
managers did not specify any additional target groups but one commented that they
targeted:
.any group we feel are without a niche.
In fact a significant proportion of the authorities surveyed, including nineteen per cent
of leisure services in Ireland, did not have specific targeting policies and indicated that
they targeted 'all sections of the community':
I'm not sure that we specifically concentrate on one group rather than another
group (Director of Leisure Services).
The survey overall revealed a disappointing rate of targeting in libraries and leisure
services. The case study research showed that while many managers indicated that they
targeted certain segments of the community (table 20), this often simply meant that
some provision was made for these groups such as large print books, wheelchair access
and price concessions. A systematic marketing approach to segmentation and targeting
was not evident as shown by the relatively low number of marketing research surveys
on target groups in table 19. However, there was evidence that senior managers were
becoming more aware of the issues involved in targeting and that the need to make hard
choices and define priority areas was having an impact on marketing practice.
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Targeting through careful segmentation and community analysis should facilitate a
responsive mechanism in the organization. This means the organization is able to
establish which requirements of a specific target group are not being met by surveying
the members of the group and obtaining a representative picture of their needs. The
appropriate marketing mix can then be developed for each targeted group in order to
satisfy their needs (see chapter five). A study of community behaviour, attitudes and
requirements in Birmingham found that while recognizing the problems of public
libraries in their traditional role of attempting to satisfy all potential customers in spite
of limited resources, the development of specialist sections or particular services at local
branches in response to local needs would go some way to meeting target objectives:
Outlets focusing on the needs of specific groups are more likely to fully satisfy
these groups than outlets aiming to 'offer something for everyone' (Kirkup et al,
1989).
In Thameside the first branch library designed specifically for the visually handicapped
entailed difficult choices being made in resource allocation:
There is a price to pay, which means that the average reader probably gets
worse service, but it is about choices, it is about priorities, and that's the way
we are going (Kirmell Evans, 1991, 130).
The dilemma of prioritising and therefore perhaps restricting the development of some
services was reiterated in a comment from another library manager:
The service cannot be all things to all men, and budgetary restraints in line with
other services, mean that other services provided have suffered.
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From the organization's point of view market segmentation means efficient use of
resources, and the ability to exploit opportunities as soon as they occur. Accurate
segmentation is essential for the achievement of organizational objectives and in the
assessment of opportunities, gaps in the market, and the development of new services
(Yorke, 1984). However, historical, political and legal constraints on both leisure and
library services have made segmentation and specific targeting policies difficult to adopt
in many authorities. The rather vague statutory duty placed on public library services to
be comprehensive and efficient (Great Britain, 1964), and the piecemeal development of
public sector leisure services in response to increased public demand for more
sophisticated recreation (Collins and Glyptis, 1992), added to the complexities of the
changing political environment, has meant a lack of clear direction from many local
authorities in the provision and targeting of these services. Local authority service
managers have tended to resist targeting and market segmentation because of the belief
that they should provide services for the whole community (Torkildsen, 1992). In
addition, strategic planning for local authority services is more difficult than in most
commercial organizations because of the vulnerability of such services to political
opportunism and changes in priorities, together with the need to compete for resources
with other services in the same authority (Vincent, 1988; Kinnell Evans, 1991).
In the past, decisions on the location of library and leisure facilities were often made on
the basis of unsophisticated catchment area studies. Whereas geographical division, or
spatial analysis, of the market (for example: by region, county, city, town, village,
neighbourhood) can be a useful starting point for market segmentation analysis
(Torkildsen,1992), modern service managers require many more levels and types of
information to construct a marketing mix relevant to the characteristics of their
particular community. Other methods of segmenting the consumer market include:
demographic characteristics (for example: age, sex, family type, income,
occupation, race, religion);
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lifestyle and personality (for example: social class, activities, interests);
• behaviour patterns (for example: usage rate, loyalty and attitudes to the service).
Segmentation may be based on any one of these variables or, more likely, on a
combination of a number of them. It may be applied not only to individuals in the
community, but to corporate bodies such as clubs, societies, residential homes, industry
and commerce, special interest groups, and charities. In the case of the corporate sector,
other characteristics such as membership details, location, and level of resources may be
added to the list of variables (Yorke, 1984).
For most of the case study authorities council policy was an important consideration in
decision making on segmentation and services targeting - for Leicestershire Libraries the
County Council policy on access had important implications for their attempt to raise
barriers to non-use, and the care in the community initiative (Great Britain. Department
of Health, 1989) had prompted them to ensure libraries were an information resource
for carers. In Leicester City Council's Recreation and Arts Department the impact of
the City Council's equal opportunities policies was also highly significant as explained
by the Deputy Director:
Leicester has a national reputation for being very heavily committed to equal
opportunities and for being quite radical in its approach.
There also had to be a recognition of the limitations imposed by financial constraints, so
that defining priorities was vital:
We've got a commitment to equal opportunities but let's have a realistic strategy
of what we can do within the context of the resources available to start with. . .get
a framework and then define what our priorities are, and let's commit ourselves
to realistic targets.
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The Deputy Director of Recreation Services felt the benefit of a marketing approach lay
with the ability to use marketing information to define any bias in terms of usage and
targets, and then to develop a strategy for achieving priorities. There was some in-built
potential for conflict between a market-driven and a policy-driven approach however:
If you've got a group of customers that are very happy with the service they are
getting in that facility, they don't want to lose it, they don't want to see the
service 'skewed' in any way and taken from them and given to somebody else.
This was a problem which local government was having to face through embracing a
market driven approach to service delivery:
There has to be some way of controlling what the customer gets even though
you have a philosophy of "the customer is always right", because you've got to
make choices (Deputy Director of Recreation Services).
Following unitary status for Leicester, the new Arts and Leisure Seri'ice Plan in 1998
focused on the government's concerns for social and economic exclusion. The Plan
aimed to ensure equality of access for all cultures, and to:
.focus in particular on providing appropriate quality services to the most
disadvantaged sections of Leicester's communities (Leicester City Council,
1998, 10).
Senior leisure services management in Leicester had maintained a high level of
awareness of the benefits of segmenting and targeting the local community, partly
because of the large ethnic minority population, and partly due to the strong marketing
input in management policy making since 1991. The influence of these management
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policies on the library service were highlighted when they were converged with leisure
services in 1997.
Leicester City Libraries PLUS Survey for 1999 revealed that Leicester was one of the
highest populations for ethnic minority residents (28.5 %) in its comparator group.
Library managers saw this as providing opportunities for innovative library provision.
The statistics showed that the cultural background of library users mirrored that of the
population of the city as a whole, and indicated that the Community Services team has
been largely successful in involving the community in the use of libraries. Another
targeted group of residents was the elderly (Leicester City Libraries, 1999). In
conjunction with the charity, an Age Concern Library was established in the city. The
library service provided professional support management and stock, while Age
Concern provided the building and volunteer assistants. ICT support and training was
also provided for older people in the library.
In the London Borough of Sutton much of the Leisure Department's reorganization was
driven by the council's core values. Equal opportunities was again significant for
decisions on targeting:
.for both recruitment and service delivery, women, blacks and ethnic
minorities, disabled people and lesbians and gay men (Marketing Manager).
A user survey had shown that women were using sports facilities more than in other
authorities - management information which enabled managers to get on with targeting
the disabled:
We've got a consultation in a couple of weeks time with local disabled
organizations, trying to get at the basics of the problems for them being able to
use our facilities, whether it's access, whether it's awareness, whether it's lack
of suitable facilities or services (Marketing Manager).
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The library service at Sutton, then part of the Leisure Directorate, was similarly active
in targeting the disabled - Council policy meant that resources would be available for
meeting specific needs:
We've been able to purchase Kurzweil machines and we've been able to look at
CCTV magnifiers and the housebound readers service, almost without
consideration of budget (Assistant Director, Libraries and Arts).
In 1999 Sutton Leisure Services commissioned a survey of the knowledge and use of
its services by black and ethnic minorities, which comprised 6% of the population The
report recommended that there was:
an urgent need for an assertive intensive marketing strategy to promote the more
equitable participation of black and ethnic minority users (King, nd.[1999?]).
These findings confirmed those of the earlier Sport and Recreation Strategy which stated
that there were no sporting opportunities specifically for ethnic minority residents, and
that a more pro-active approach needed to be adopted "to encourage more people from
ethnic minorities to actively participate in sport and recreation" (Sutton Leisure
Services, nd.[1998?], 32).
The importance of prioritizing target objectives was highlighted by one senior manager
who described how the members in his authority had to come to terms with the
realization that, due to the effects of the Community Charge (poll tax), CCT and other
factors,
quality and quantity didn't match, and that they'd got to decide whether to
spread the jam thinly and try and hit as many targets as possible, or whether
they were going to move to a quality dimension.
171
A planned, structured approach was necessary to achieve objectives through setting
priorities for quality service delivery. In many authorities this involved a politically
difficult change of direction from the desire to please as many of the electorate as
possible to having to prioritize the needs of a few:
politically that is potentially devastating to them because every councillor buys
votes, particularly near election time, by saying 'yes, we'll do that, we'll have
another ... [service/facility] (Director of Leisure Services).
A different approach to targeting was apparent in two of the case studies who felt that
the emphasis should be more on reducing the barriers to participation in library and
leisure services, thereby increasing general accessibility to services by making them as
freely available as possible, through decision making on pricing policy and physical
accessibility. For example, the Director of Leisure and Libraries at Clydesdale felt that
they should concentrate on tackling the barriers encountered by potential customers
rather than targeting specific groups:
What we're trying to achieve is a balance, a high level of participation, fairly
well balanced in terms of user groups, certainly within leisure centres. We do
run things like tea dances to try to get to the older people; what we want to
develop is a profile of use of a centre. . . given the limited resources available, to
achieve the most benefit from those resources. We're not specifically targeting
anyone, we're quite deliberately not targeting the unemployed. I think it's got to
be about what are the constraints to the unemployed using the services - it might
be money, it might be transport, whatever. I would suggest it's got to be the
same services, but those constraints somehow removed by the authority,
enabling them to take part in those activities.
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In Leicestershire Libraries the approach to segmentation and targeting in the early 1990s
was similarly developed from the county council's policy of making access to services
as easy as possible and breaking down the barriers. Access for people with disabilities
was one of the areas examined, and a special vehicle was adapted to take wheelchairs
and with a collapsible suspension to allow those with walking difficulties to use it and
access services. The County Librarian felt that in terms of cost-effectiveness the issue of
non-users as a homogenous group was over emphasized in a county where a MORI
survey had shown that 60% of the population made some use of the public library
service:
I feel that any commercial organization which was getting a 60% market
penetration would be very happy indeed.. .we sometimes get a bit neurotic about
the non-users, but I think we need to concentrate our efforts on the people who
are non-users because there is some barrier to them using the service.
4.4 Summary
The evidence provided in this research reveals an overall low level of formal targeting
and segmentation practice in local authority library and leisure services, particularly in
Ireland. It supports the hypothesis that the successful implementation of marketing is
governed by a range of organizational, cultural and environmental constraints. In many
cases these constraints constituted a low level of resources and marketing expertise
which must be balanced against council policies and the traditional culture of attempting
to provide everything for everyone.
While data from the survey revealed that performance indicators were dominated by
traditional usage statistics, the case studies indicated that managers' awareness and
use of more sophisticated qualitative indicators was increasing. Whereas leisure
services were more likely to use professional market research organizations and
conduct more surveys, it was clear that library managers realized the value of good
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quality market research and, resources permitting, the amount of market research
was increasing, with some systematic quality research being undertaken.
Market segmentation and targeting practices revealed a product-orientated rather
than a customer-orientated approach in both leisure and library services, with a
possible exception in the area of children and young people. There was little
evidence of a systematic approach overall, and many service managers were
constrained by targeting policies strictly tied to council objectives and core values.
The use of marketing information in relation to decision making was variable, as
some managers did not necessarily translate routine data collection to management
information, and others found that the pressures of financial and political constraints
were overriding concerns in dictating service delivery to the community. However,
the UK government's agenda to deal with social exclusion was, by the end of 1999,
beginning to have an impact on both library and leisure management policy making.
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Chapter Five
The relevance and use of the marketing mix
5.1 Introduction
This chapter looks at the use of key marketing tools by an organization to meet the
needs of a particular market, known as the marketing mix. These tools have been
traditionally abbreviated as the four "P"s and comprise product/service, place/location,
price, and promotion/communications (McCarthy, 1978). The four "P"s have been
expanded to cover services with the inclusion of personnel (an essential constituent of
the service product), physical evidence (the appearance and atmosphere of the service is
as important as the location) and processes involved in providing a product or service
(Booms and Bitner, 1981). Positioning of the product or service is also assuming
greater significance in the marketing management of local authority services. The
components of the marketing mix, in conjunction with market segmentation and targeting,
were developed primarily for the profit-oriented commercial sector. The issues involved in
adapting the marketing mix to the not-for-profit sector will also be considered in this
chapter in relation to the hypotheses that relevant marketing principles are essential for the
delivery of effective public library services; and that the successful implementation of
marketing is governed by a range of organizational and cultural constraints. The data
included in this chapter are derived from the questionnaire responses and the case study
interviews and documentation.
5.1.1 Purpose of the marketing mix
The purpose of the marketing mix is to organize the constituent elements so as to make
services attractive to potential customers by fulfilling a need. In the area of not-for-profit
marketing it is also imperative to attract resources in order to maintain, expand and improve
services. Library and leisure services need to implement policies of dual marketing, not
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only to meet the needs of the community, but to persuade the local authority to provide the
funding with which to carry out their aims and objectives. An example of this was provided
by Leicestershire libraries where the council's policy of care in the community,
Leicestershire Cares, was translated into a range of service developments to reach those
affected. A bus was provided to bring people into the library who were otherwise unable to
travel there; a programme was started to seek out ethnic minority housebound readers; local
libraries were developed as information resources for carers called Help Collections to
provide information about care facilities in the local authority. An important aspect of this
service development was the use of the library as a safe haven for those people who were
placed back into the community after years of institutional care. The attitude of staff
towards these new users and to the confused elderly when services were delivered to day
centres and homes for the elderly was also a major concern:
.these are the areas which we are trying to highlight and deal with, in a sense
reaching out to a client group that we haven't dealt with particularly or focused on
in the past (Director of Leicestershire Libraries and Information Service).
5.1.2 Management of the marketing mix
Management of the marketing mix varies according to the particular service being offered
and should be directed at a specific target market. The successful marketing mix depends on
the integration and co-ordination of all the elements necessary to create and develop
services as well as to price, locate and promote them. The prerequisite for the achievement
of a successful marketing mix is accurate determination of the requirements and interests of
the target groups. If the service provider neglects to investigate fully the needs and desires
of the potential consumer the risks of failure are considerably increased.
In Clwyd a successful business information service was developed in direct response to local
events which had widespread social and economic repercussions. Recent closures of major
industries in the area including the Shotton steel plant and Courtauld's textile factory, meant
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that suddenly there were thousands of newly unemployed people. The library service set up
Business Information Centres in seven branches across the county providing start-up referral
points for new small businesses and budding entrepreneurs. This was developed into a
business information service with around 40,000 enquiries per year ranging from basic
start-up information to highly technical data and marketing advice. The demand was such
that Business Line Ciwyd was then set up to provide a fee paying service with specific
value-added packages targeted at particular businesses in response to their individual needs,
objectives and business plan. These included individual market research studies, technical
specifications, and selective dissemination of information services. Another aspect of the
service was the Wales Euro Information Centre run by the central library in partnership
with the Welsh Development Agency and University College Cardiff. Free business
information was also provided by both services based on a do-it-yourself approach, whereby
anyone could use the resources with advice from staff but did the research themselves. The
process to develop these services involved a long gestation period of making contacts and
persuading businesses that information services could help them succeed:
.an important part of our development is seeing ourselves as being proactive in
giving information out in the sense of actually organizing conferences, seminars,
and workshops, which are also marketing tools (Deputy Director Ciwyd Library and
Information Services).
A dual marketing approach was essential whereby a great deal of persuading and discussion
with the Welsh Office was needed to provide start-up costs for Business Line Ciwyd with an
initial urban aid grant for three years.
Management of the marketing mix should take account of the competition in terms of other
facilities available to consumers of library and leisure services. For public libraries this has
not been a serious problem in the past; however, increasingly users may also have access to
university, college, workplace or neighbouring authorities' library services. In a wider sense
libraries are now competing against a much greater range of leisure and educational
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opportunities, not the least of which is the enormous range of information and activities
provided by a personal computer linked to the Internet. The public leisure sector also has
more competition to contend with in the form of the rapidly expanding private leisure
industry, the voluntary sector and other local authorities. The Audit Commission's view
was that many authorities did not take enough account of this aspect of provision and that
'some authorities try to match, or outdo, rather than complement, their neighbours'
provision'. The Commission suggested better coordination of services particularly between
county and district councils' leisure services (Audit Commission, 1989, 8, 24).
The effective marketing mix must reflect major developments and trends in the local and
national environment within which services operate, such as in the example of Business
Line Clwyd as described above. Such developments included the rapid growth in public
demand for more sophisticated leisure and library facilities set against curbs on local
authority spending by the government. At the same time, successive governments have
demanded increased efficiency in local government services and cost recovery was high on
the agenda for all senior managers of services. The introduction of compulsory competitive
tendering (CCT), local management of schools (LMS), and later Best Value and other
government initiatives, had a significant impact on the provision of library and leisure
services in the UK. The effect of market forces on leisure services (and the possibility of
contracting out some library services) meant that managers needed to review their
marketing strategies and to redefine the services offered and the consumers they wished to
attract (Collins and Glyptis, 1992).
The use of marketing mix principles in library management was evident in the 1999 Annual
Libraiy Plan produced by the London Borough of Sutton. In the specifications for the
provision of a public library service, drawn up to set service standards and monitor quality,
the elements of place, personnel, promotion, product and price were clearly illustrated.
Place was described in terms of library buildings, their presentation, accessibility, security
and maintenance; personnel was related to staffing, deployment, behaviour, customer care,
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and responsibilities; issues of promotion included communication and general promotion of
stock; product was presented as information provision, issues of stock selection,
maintenance, development, and the role of libraries; price was described as income
generation and sources of resourcing including issues of partnership and sponsorship
(London Borough of Sutton Library Service, 1999, 7).
5.2 The service product
Marketing management was originally developed for tangible manufactured products such
as motor cars or packets of cereal. It is important that senior managers identify those
characteristics which distinguish services from manufactured products. The four main
characteristics are intangibility, perishability, inseparability of service and server, and lack
of ownership. These factors and others affecting the marketing of services are discussed in
the following sections of this chapter.
The development of marketing mix theory and practice for the not-for-profit services
sector has been based on the original models drawn up for the commercial sector (Borden,
1965; McCarthy, 1978). These models have been expanded, discussed and adapted in
order to try to encompass the different aims, objectives and organizational cultures of not-
for-profit services (Kotler and Levy, 1969; Shapiro, 1973; Booms and Bitner, 1981;
Cowell, 1984; Yorke, 1984a and 1984b). The intangible nature of the service 'product' is
the predominant factor and additional variables must be taken into account, including all
aspects relating to the quality of the services offered, such as efficiency, staff attitudes,
and general atmosphere and environment. These, and the other characteristics of the
service product itself such as perishability, inconsistency, and lack of ownership demand a
more flexible approach in applying the basic principles of the marketing mix to the
management of leisure and library services.
Intangibility refers to the aspects of the service which cannot be picked up and examined in
the way one would examine a new radio before purchase. Library and leisure products like
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learning to swim or reading a book, have tended to be judged in terms of the tangible
aspects, such as the interior design of the building or the physical state of the books
(Wakefield and Blodgett, 1996). However, intangible aspects such as the social impact of
library services have been shown in recent research by Linley and Usherwoocl (1998) to be
of major importance to the community. These aspects have also been highlighted in reports
by Comedia (1993) and Aslib (1995).
One great advantage of manufactured items over service products is that they can be stored
and sold another day. Leisure and library services cannot be stored - they are perishable.
Under-used facilities at quiet times cannot be 'resold' the next day. The problems of peak
times and wide fluctuations in demand have major implications for senior managers in their
planning of the product mix and pricing strategies.
The inseparability of service and server illustrates another characteristic which distinguishes
the service product from the manufactured item. Leisure and library services are 'sold' and
then delivered and consumed simultaneously. Services are performed rather than produced,
and the importance of the role of the 'server', or staff, is paramount in customer satisfaction
terms. The greater the level of staff contact with consumers, the more closely associated
staff become in the user's mind with the service product itself, hence the importance of
personnel in the marketing mix (Lovelock, 1981). For example, a new service was
described by the Director of Libraries and Information Services for Leicestershire, where
the Council's Care in the Community programme involved developing local libraries as an
information resource for carers. The UK government policy of returning mental hospital
patients and people with learning difficulties to the community also had important
implications for library staff. He felt that an important part of the service involved:
.raising the staff consciousness of how to deal with people who have mental
illness... For many of them the library is a sort of safe haven . . .the staff need to
know how to cope with these people.
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Partly due to the inseparability of service and server, consistency in service provision is
another major variable in the management of the service product mix. The high level of
dependence on people and the influence of many unpredictable external factors (staff illness,
for example) raises problems in maintaining a consistently high standard of service (see
section 5.2.4).
Services cannot be owned in the same way as one owns a radio purchased from a shop.
Users can only 'hire' services for a limited period. Customers can have access to a squash
court for a limited amount of time, and library users may borrow books for a specified
period. This aspect of the service product influences the attitudes of both staff and public
especially in relation to the degree of product loyalty which can be expected from them.
A combination of political and organizational policies may radically affect the type and
range of products offered and the opportunities and choices available to the community.
These policies vary from the politicians' decisions on target marketing, pricing and
distribution policies, to restrictive opening times, membership policies, and lack of public
transport or parking spaces (Torkildsen, 1992), (see chapter six).
5.2.1 Portfolio analysis
The range or portfolio of services provided by library and leisure services in the UK and
Ireland is discussed in chapter two, and illustrated in tables 3-12. In library and leisure
services the sheer breadth and depth of services being offered, together with financial and
political constraints, changes in the cultural environment, and trends in leisure activities,
have presented many obstacles to clear product definition and management. Cronin and
Cowell have illustrated the width and depth of library and leisure product ranges (see
figures 22 and 23), and these have been slightly extended here to serve as a basis for
investigating the service portfolio. Increased public demand for more and more
sophisticated leisure activities and library services leads to ever more stretched resources,
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which, in times of recession, implies the need for greater prioritizing of services and target
groups.
The three main decisions suggested by Kotler and Andreasen in managing the
product/service portfolio are:
how to assess and improve the overall product/service mix
how to assess and improve individual product items
how to improve management of the products over their life cycles (Kotler and
Andreasen, 1991).
Essentially these are decisions affecting the depth and breadth of service provision as
illustrated in figures 22 and 23. Those services which make up the library or leisure product
mix must be regularly assessed and examined (through market research and regular reviews)
to gauge opportunities, problems and possible solutions. Methods of evaluation include
reviewing the relative strengths, qualities and viability of services. On this basis managers
can make decisions on reduction and expansion strategies, re-allocation of resources and
reorganization of the marketing mix.
While most managers were keen to develop new services, and appeared to have a relatively
free hand to do so, within resource limitations, there was little evidence provided overall
that regular or systematic assessments and evaluations of services took place. Service
development was determined by the pragmatic criteria of budgets and council policy:
I've targeted our proposals for service development in conjunction with the known
core values in the (council's) manifesto, and it would be pretty foolish to submit
anything that doesn't fit those objectives (Assistant Director of Leisure Services).
Consideration of the marketing management of core product items or key services, such as
the bookstock or the swimming pool, involve evaluative assessments of the type or style of
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service, its particular features, level of performance, image, and relation to the authority as
a whole (Great Britain. Office for Arts and Libraries, 1990). All these factors are affected
by strategic decision making in the light of resource allocation, political pressures, target
markets, and public demand, as well as the other elements of the marketing mix: price,
place, and promotion.
5.2.2 Service development and diversification
The availability of improved services can lead to an expansion in the market and to a
subsequent increase in demand. For example, the rapid growth in multi-purpose leisure
centres in the UK during the 1960s and 70s led to greater use of all facilities, both 'wet' and
'dry'. This meant there was a spin-off effect from one activity to another, due mainly to the
convenient location of a combination of facilities on one site (Scottish Sports Council,
1988). This was popular with consumers because it was more economical, more accessible,
and appealed to whole families with a range of interests and abilities. During the same
period this trend was also apparent in public library services. The construction of large city
centre library buildings (for example in Bradford and Birmingham), combining excellent
loan and reference collections with theatres, conference and seminar facilities, exhibition
areas and coffee bars, adjacent to shops, galleries and museums, and convenient for public
transport, led to an increase in use of library services in those areas.
The importance of developing partnerships with other organizations in the community and
outside has also been shown to benefit service development and diversification. The
marketing manager for Sutton Leisure Services described how a new Junior Tennis Centre
had just opened, in partnership with the Lawn Tennis Association:
.which is simply trying to get juniors to come along and play tennis at very low
costs.. .juniors get priority and they get all the reductions and low rates.
This use of partnerships with other public, commercial and voluntary organizations was
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developed further by Sutton Leisure Services, as shown in its Sport and Recreation Strategy
1998-2(X)O. In setting targets for the medium term action plan a wide range of appropriate
partners were identified, including the various governing bodies of sport, local voluntary
sports clubs, sports councils, community groups, police, health authorities, funding
agencies, and the commercial sector (Sutton Leisure Services, nd. [1998?]).
This illustrates the value of co-operation with external organizations in providing a needed
service which otherwise may not have been developed. The benefits of liaising with
voluntary, private and charitable organizations in the community should not be overlooked
by senior managers hoping to expand and diversify their service product range. This point
was emphasised in the report Targeting sporting change in Ireland, a strategic plan for Irish
sport, which stressed the need to develop partnerships:
• .the successes of recreational programmes to date have been severely limited by
the absence of formal structures geared at optimising the energies, expertise and
resources of a wide range of potential partners including schools, clubs, local
authorities, Vocational Educational Committees, and Health Boards (Ireland.
Department of Education, 1997, 20)
The survey of leisure and library authorities revealed the recent introduction of a wide
variety of new services and facilities. In the UK 90% of public libraries surveyed cited at
least one new service, 83% cited two new services, and 70% cited three new services. The
new service development most frequently cited was the loan of video tapes which included
subtitled versions for the deaf, foreign language and educational videos (see table 21). The
range of service product diversification in libraries also included special mobile services for
different disabled groups, mobile local studies collections, employment and careers
information, provision of CD-ROMs and computers, loan of equipment and computer
hardware, an HIV/AIDS resource centre, GCSE support, European information, and a toy
library, amongst many others.
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Table 21: Most frequent new services in public libraries
New services
Video loans
Compact disc loans
Housebound/residential homes
Community information
Talking books and newspapers
Special needs services
Audio visual loans (general)
Fax
Mobiles (inc. special services & local studies)
Business information
Ethnic minorities
Open learning/adult literacy
Automated systems (inc. OPACs)/databases
New libraries/service points
No. cited UK
n =139
40
25
25
19
15
15
13
13
13
13
11
11
8
8
No. cited ROl
n =24
1
1
2
3
3
2
1
2
5
10
In Ireland there was also a wide range of services developed over recent years, but the
emphasis was rather more on the number of service points and new branches than on
specialised services. One library authority had opened three new service points since 1988,
and three authorities had each opened two. In comparison with the UK there were fewer
new services in the audio-visual area cited, although the number of special needs and audio
books services were proportionately slightly higher than in the UK. The figure for
automated services was proportionately high compared to the UK, but this comprised
mainly the acquisition of new computer databases rather than full automation. Only two
library services were cited as becoming recently automated. Other new services cited
included photocopying, computer skills, music collections, newspaper indexing, lectures,
and a writer in residence. A quarter of all respondents from Ireland did not respond to this
question or cited "not applicable". In some cases this may have been due to the
respondent's interpretation of the question as meaning a new library branch or service point,
and, in others, to lack of service development through poor resourcing. Thirty eight per
cent of Irish libraries surveyed cited three new services, 29% cited two services and 8%
cited just one service.
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Senior local authority leisure officers in the UK also cited a very wide range of new service
products, a large proportion of which involved the provision of new centres and facilities
(table 22). Other new services included health and fitness programmes, tourism
information, golf courses, museums and heritage centres, creche facilities, climbing walls,
tea dances, conference facilities, alcohol-free discos, velodromes, butterfly houses, spa
pools and petanque. In Ireland the majority of new services centred round swimming pools
which comprised the majority of leisure facilities. Hence, the most frequently cited new
services were aqua aerobics, swimming classes for specific groups, and lane swimming.
None of these were cited by UK respondents which did not imply that there were none but
rather that they were implicit in the overall service provision. The category "sports
development" may have included some of these elements within the general scope of
development policy. In Ireland other new leisure services cited included a hoist for disabled
swimmers, karate classes, set-dancing, and rehabilitation therapy. The range of services was
not as wide as in the UK, reflecting the lack of overall organization and coordination of
leisure services in local authorities as well as the poor resourcing for leisure and recreation
in general. There was no mention by any respondent of services connected with outreach
work, rural areas or the housebound. Thirteen per cent of Irish leisure services did not cite
any new services.
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No. cited UK
n =373
69
56
53
42
37
31
28
28
27
25
20
20
18
16
16
15
No. cited ROl
n=16
1
1
I
2
13
1
1
1
Table 22 : Most frequent new leisure services
New services
New or upgraded swimming pool
New recreationlleisure complex
Community arts service
Health and fitness/exercise facilities/classes
Swimming classes/aqua aerobics/lifesaving/lane swimming
Sports hall/stadium/centre
Parks and rangers
Play schemes/creche
Tourism information
Sports development
Outreach/housebound/mobile leisure/rural areas
Leisure cards/concessions
Synthetic/artificial pitches
Bowls and bowling
Countryside recreation/access/improvements
Community leisure development
Museums and galleries
The development of new services is vital in maintaining the interest of existing customers
and in attracting new ones. Consideration needs to be given to the provision of new service
products in a number of circumstances as, for example, when one service has reached the
end of its life-cycle through changes in fashion (skateboarding parks) or technology (loans
of gramophone records). When resources are not being fully exploited, particularly at off-
peak times or due to seasonal fluctuations, there may be opportunities to offer a wider range
of services, such as the use of sports halls for tea dances and antiques fairs, or libraries for
lectures and exhibitions. This trend was more apparent in the UK than in Ireland. Product
diversification was evident in the recent growth in library services, particularly the loan of
videos, audio cassettes and compact discs. New information services on health, business and
consumer issues, and for ethnic minorities, reflect current concerns in the community as
well as a general increase in public demand for more sophisticated information. Leisure
services were also broadening their product range with sun beds, sauna, women-only
swimming, and roller discos in attempts to attract new users.
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In the 1980s UK public libraries in general attempted to enhance their product range by
adopting a more demand-driven approach to acquisition policy. This has meant, for
instance, increasing the amount of recreational material, (light fiction, books on sport and
hobbies) and by buying large numbers of paperbacks. In fact library shelves began to reflect
much more closely those of the high-street book shop (Cronin, 1984b). Local authority
leisure services have also developed in response to public demand for more family-
orientated leisure centres with facilities for all ages and abilities. Both leisure and library
services have increased their provision of facilities to assist access by the disabled where the
age and design of the buildings have allowed. In Ireland in particular, where a higher
proportion of the buildings were older constructions, this has been a major problem.
The major impact on product development in local authority services in general and in
libraries in particular has been the information and communications technology (ICT)
revolution during the second half of the 1990s. The need to provide nationwide public
access to ICT (specifically to CD ROMs and the Internet) presented all public library
authorities with challenging opportunities. Nevertheless, library services such as Leicester
and Sutton aimed to provide access to the Internet in all libraries by 1999/2000 in line with
government targets (Library and Information Commission Working Group on Information
Technology, 1997):
.all public libraries should be linked to the Internet by means of a 'managed
network' of computers which should in turn link to existing local authority
networks. This 'People's Network' will promote greater involvement in the
democratic process by offering interactive communication with Councils and
Members. It will link to business interests and information on training and
employment opportunities. Linked to the National Grid for Learning, it will
complement education services with guidance on educational and Learning
opportunities (Sutton Learning for Life, 1999, 42).
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By 2003 Sutton libraries aimed to have 24 hour public access to their computer network and
the Internet, including the development of a Council website.
The emphasis by central and local government on ICT development has enabled libraries to
focus on their role as information providers for lifelong learning, and to take advantage of
the various funding opportunities (such as New Opportunity Funding and the Wolfson
Public Libraries Challenge Fund):
it is clear that the government requires that people have the opportunity to gain
access to ICT for life skills, access to lifelong learning: it is a tool. We were
fortunate in winning funding in the first round of Wolfson (Operations Manager,
Leicester City Libraries).
5.2.3 Influences on service product development
Table 23 shows the main reasons given for the introduction of new services, the most
commonly cited by UK managers being the need to improve or extend access and to fulfil
the perceived needs of the community. This was more evident in libraries than leisure
services, although more leisure services had actually identified gaps in provision. There was
some evidence that market research had led directly to new service development. In the
London Borough of Sutton, for example, swimming lessons for the disabled and women-
only swimming had been introduced recently as a direct result of a regular bi-annual MORI
survey of user satisfaction. Sutton libraries were consulting with the organization Disability
Action "as a catalyst for improvements in services" (Head of Library, Heritage and
Registration Services).
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Table 23 : Reasons for the introduction of new services
Reasons
Improve/modernise
Fulfil perceived needs
Meet public demand
Generate income
Raise profile/generate use
Fill gap in service
LA policy/legislation
Improve skills
Result of review
Exploit existina resources
Leisure
%UK %ROI
21
	
8
17
	
12
13
	
31
2
8
	
4
11
	
12
5
	
4
8
1
	
4
1
	
8
Libraries
%UK	 %ROI
29	 11
20	 32
18	 16
9	 -
7	 5
4	 11
4	 5
2	 11
1	 -
1	 -
= total number of reasons provided
In Ireland, while many reasons were cited in terms of meeting public demand and perceived
needs, there was little evidence from the case study interviews and documentary sources of
any systematic market research or customer surveying by the majority of library and leisure
services (see chapter four). Therefore it must be concluded that most new services were
provided according to management decisions based on other criteria. Income generation did
not appear to be an issue which influenced managers so much as the lack of resources from
the council. In Kilkenny the county librarian felt strongly that the library service suffered
from being stretched over a wide area without enough service points for small population
centres and not enough staff to open the central library for longer hours. It was hard to
justify a new branch library when the population centres were very small. A small town in
County Kilkenny of 1400 people recently opened a new library as the result of the
community itself providing the funds for the building. In this way the community were
committed to the library through a feeling of ownership of a service which government
would not have funded.
The case studies revealed that the underlying reasons for service development, or lack of
development, varied from the impression given by the questionnaire survey. Evidence that
the development of new services in the UK was strongly influenced by political priorities
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and policies was emphasized in many of the interviews, as one Director of Leisure Services
observed:
The political priority is parks. That's the biggest growth in terms of budget.. .and
really that's been at the expense of other service areas.. .1 think we've learned our
lesson fairly early on to be a bit cautious about some of these things. The politicians
have made their priority very clear.
The introduction of compulsory competitive tendering (CCT) was starting to take effect at
the time of the survey, and had already been a factor in leisure services product
development. Several authorities felt that CCT had benefited service development on the
whole, with some increases in budgets:
it would have been highly unlikely that we'd have obtained funds for the
management information system. I think that happened because of CCT (Director of
Leisure Services).
Although at the time of the survey public libraries were not directly involved in CCT, many
services were already affected by it. Some senior librarians reported adverse effects on
cleaning and catering services in particular:
The cleaning services were put out to tender a couple of years ago and as a result we
lost about 50% of our cleaning staff. There was a public cafe, and when the
tendering for that was put out we lost that. The city council in both cases won the
tender and we have been without catering services for about a year now.
This illustrates how CCT, in some circumstances, could effectively reduce the product
range of local authority services. Catering and cleaning, although not core service products,
contribute greatly to the overall leisure and library service 'experience' and have a
significant effect on the attitudes of consumers.
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The 1988 Education Reform Act (Great Britain. Department of Education and Science,
1988) and local management of schools (LMS) which delegated financial responsibility
from local education authorities to schools meant that many school library services, which
were provided by public libraries, had already adopted a business-like approach to service
delivery, and management by contract rather than control. Maintaining the quality of the
product, however, was seen to be a major concern:
School Library Service managers have been observed in the past two years wavering
between cheapness and quality, confidence in their product often low (Heeks and
Kinnell, 1992, 146).
During the 1990s the influence of both central and local government policies became
increasingly prescriptive on service development in libraries and leisure services.
Requirements to meet Best Value criteria, social exclusion issues and learning for life have
focused managers on the development of service products to meet government agendas. As
one Operations Manager for libraries commented at the end of 1999:
Increasingly, all sections, including libraries, are building their work around the
objectives set by the city council.. .We are very influenced now by the very
substantial government agenda, but within that agenda we focus on what the city
council requires.
These views were reiterated by senior managers from other authorities and are reflected in
the documentation collected during the later part of the research. Annual plans and
development strategies list key objectives, targets and policies which relate directly to
central and local government priorities (Sutton Leisure Services, nd [1998?]; Sutton
Learning for Life, 1999; Leicester City Libraries, 1999; Leicester City Council, 1998).
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The issues of charging and pricing policy have an important influence on the development
of service products and these will be discussed later in this chapter.
5.2.4 Personnel
Returning to the concept of inseparability of service and server, one of the most vital
components of the marketing mix and the development of the service product is that of
personnel. Leisure and library services are people-based and many of the elements which
affect customer satisfaction are dependent on staff behaviour, training and attitudes.
Service personnel are important in all organizations. However, they are particularly
important in those situations where, in the absence of clues from tangible products,
the customer will form an impression of the organization from the behaviour and
attitudes of its staff. . . It is crucial therefore that these service personnel perform their
jobs effectively and efficiently; also that the service organization's measures of
effectiveness and efficiency include a strong element of customer orientation among
its staff (Cowell, 1984, 203).
In Birmingham libraries a concerted effort was being made to monitor customer care
processes with the use of forms available in community (branch) libraries and the central
library:
• . .which members of the public can either take away with them or fill in on the spot
if they've got a concern or complaint, or they want to applaud the service. . .whether
it be specific problems, it might be to do with staff attitudes, it might be to do with
expectations from the user point of view of what perhaps they want to get out of the
library and what they don't want. It might lead to injections of further resources in
the future. . .It's important that we know what our users want and the way in which
we relate to our users in such a way that makes the service one which is
approachable (Director of Library Services).
196
Training for marketing management will be considered in chapter seven, but the importance
of high standards of recruitment and training of all levels of staff cannot be over-
emphasized in people-based services. The maintaining of service product standards and
achieving consistency of service delivery depends to a large extent on the quality and
expertise of the personnel involved. All staff need to be aware of the organization's aims
and objectives and their role in achieving those goals. Customer care is a major part of this
role and although it is impossible to satisfy all of the people all of the time, much can be
accomplished by 'treating them with importance, attention and understanding' (Torkildsen,
1992, 438)
The attention to customer care initiatives by senior managers in both library and leisure
services showed a strong commitment to staff/public relations:
We are looking very, very carefully at customer care, which is part of promotion as
well (Director of Leisure Services).
Certainly feedback from the customer and actual genuine listening and responding to
the customer, as opposed to the 'have a nice day' approach is emphasized (Assistant
Director of Leisure Services).
The Council has a customer care policy which covers every department... (Director
of Libraries and Information Services).
As Torkildsen explains:
.dustomers need to enjoy their experience or to have found it worthwhile. If they
do, they will probably come again and they will let others know about it. Customer
caring therefore involves the whole team of management and staff at a facility
(Torkildsen, 1992, 351).
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The key to successful service development and marketing, generally recognised by senior
managers interviewed for this study, is staff commitment to the concept of customer
orientation.
5.2.5 Positioning
Positioning of the service product is a concept now assuming greater significance in the
marketing management of library and leisure services. Positioning refers to the image of the
service in relation to the customer's perception of it and to the services of the competition.
This involves attention to long-term strategic objectives and planning as well as assessing
the likely influence of various external factors including the actions of competitors. This
aspect of marketing was recognised by a recent review of public libraries commissioned by
the Department of the Environment in Ireland. The report Branching Out recommends that
An Chomahairle Leabharlanna (the Library Council)
should establish a project with input from marketing consultants to advise on how
public libraries can be best positioned nationally to influence decision-makers on the
benefits of public libraries (Ireland. Department of the Environment and Local
Government, 1998, 82).
The report reiterated strongly that this approach to marketing at national level was essential
for all decision makers and suppliers of information to be made aware of the available
library services as a resource for information and learning, culture and the imagination, and
children and young people.
Following unitary status in the late 1990s, several new library and leisure authorities had to
position their service with a new image and branding to attract the public's attention. In
Leicester, for example, the new City Library Service needed to distinguish itself from the
Leicestershire County Library Service of which it was previously a part. This was done
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through promotions such as the literature festival and national library week, but also by long
term service developments. The improvement in ICT provision in libraries was a
particularly timely and successful initiative in conjunction with other service developments
(Leicester City Libraries, 1999).
As discussed in chapter two, the confusion over definition of the role of local authority
leisure and library services has presented a huge problem for senior managers in positioning
their services in the current marketplace. If the authority is uncertain whether the main role
for libraries is recreational or educational, or whether priority in leisure services should be
given to water slides or health and fitness suites, it is difficult for managers to set long-term
social and financial objectives. Asked about the future of funding for marketing the library
service, one Assistant Director of Leisure Services replied:
It is dependent upon the political directive. It is as simple as that.
Another manager of libraries explained that:
your planning cycle is really no more than a couple of years. Even when we sit
down and plan for four or five years the plan can change within six to nine months.
Change is constant.
This is also reflected in the way different local authorities have placed public libraries with
amenities, leisure, or education departments since local government reorganization in
England and Wales (Kinnell Evans, 1991). In 1999, the Sutton library service was
transferred from the disbanded Leisure Directorate to a new strategic grouping called
Learning for Life with the education department. Libraries were not subsumed into
education but comprised a service unit in its own right. The Head of the service saw this as
a definite advantage in terms of positioning in line with central government's policies for
promoting and supporting lifelong learning in the community. He did not see the future of
libraries as following the same path as sports centres:
199
I was becoming increasingly concerned in the previous leisure services department,
that the library service was not in the right position in terms of what the
government's agenda was. We had good relations with education but it's not the
same as being partners with them (Head of Library, Heritage and Registration
Services).
Market positioning is further complicated by services attempting to perform a number of
different functions and offering a wide range of services to an even wider range of users.
Careful planning, targeting and competitive positioning of the services offered, however,
serves to establish the position of the organization in the minds of the public and
distinguishes it from the competition. Despite this, there was very little evidence that senior
library and leisure managers monitor their competitors systematically. Some librarians
responding to the survey indicated that staff would take note of the prices charged by local
video loan outlets, for example, but there was very little formal monitoring of competitors
by either leisure services or libraries. Those who said they did monitor competitors' pricing
usually stated that they did it "informally".
The Audit Commission strongly recommended co-operation and co-ordination of leisure
services with private and voluntary organizations, educational institutions and neighbouring
local authorities. The Commission argued that a more realistic approach would be to
complement rather than try to match the competition (Audit Commission, 1989, 8). In
times of recession and local government cutbacks this would seem to present positive
opportunities for senior leisure managers to consider. There was evidence that senior
managers were aware of these opportunities and already incorporating these ideas in their
planning processes. In Leicester, for example, there was a strong overall commitment by
the authority to the voluntary sector, and leisure services were keen to exploit the situation:
We need to think about what is the role of the voluntary sector. There are some
interesting debates going on at the moment, which are marketing oriented. Should
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we now be looking to a relationship with the voluntary sector that is based on a
contractual relationship in the same way as we would contract out to a private
grounds maintenance company? (Deputy Director Recreation and Arts Department).
In Sutton, as already mentioned, leisure services had already set up a Junior Tennis Centre
in partnership with the Indoor Tennis Initiative and the Lawn Tennis Association to provide
improved facilities for juniors at a low cost. Other partnerships were also being developed
by libraries with both private and voluntary organizations, for example, in publishing
ventures and in providing business information such as already described in Clwyd. By the
end of the 1990s, partnerships with voluntary, public and commercial sector organizations
were well established in authorities such as Sutton and Leicester. The view of managers in
these authorities was that it was no longer possible to provide the range and quality of
services demanded by the public and government without external support and funding.
Decision making on the library and leisure services product mix must retain flexibility in
order to accommodate trends in leisure pursuits, changing lifestyles and populations, and
political priorities. Product enhancement and diversification is necessary to ensure a viable
and responsive service which reflects the needs and requirements of the community. Service
personnel should be involved in the processes of product development and understand the
vital role they play in its delivery. At the same time, integration of strategic planning of the
service product mix and the marketing mix is essential. As Cowell states, these decisions:
are central to the success of service marketing organizations. Further, the selection
and development of a service product and the range of services offered are strategic
decisions and have an influence on many other decisions in the organization whether
to do with the kind of personnel employed or with the integration of other elements
of the marketing mix with the service product mix (Cowell, 1984, 115).
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5.3 Place - Location and distribution of services.
Decisions as to place are fundamental to the degree of accessibility of services for users.
These decisions involve consideration of location and distribution policies, customer
convenience, mobility and adaptability, allocations of time and space, outreach facilities,
design and atmosphere, as well as the level and quality of services.
The importance of the location of services cannot be over-emphasized. The careful
planning, development, pricing and promoting of a service is jeopardised, if customers are
unable to get to it, or cannot easily find it. These problems were recognised by several of
the managers interviewed and, in some cases, free buses were provided to enable rural
communities to travel more easily to leisure centres. In Alyn and Deeside, north Wales,
buses were provided in the summer but:
these are not cost-effective and some people use them for shopping. But this reflects
the problems of the district boundaries - there are long distances to be covered to
attend the leisure centres (Chief Officer, Alyn and Deeside Leisure Services).
The difficulties in serving a widely distributed population, such as in rural areas, and the
problems of adaptability to a changing environment, as for example, the exodus in recent
years from many of the inner-cities, demand flexible policies in service distribution and
location. Further, availability and accessibility must be balanced against the level and
quality of services which has implications for the number, type and size of buildings and
facilities. In Cavan, Ireland, the main central library was in a good location in the town but
was very small with no space for any "additional" services such as a business information
service or even small exhibitions, activities or meetings. Several of the branch libraries
consisted of just one or two lockable cupboards in the back of a damp community hall, one
of which issued on average just one book per hour of opening. A mobile library service
would have offered an improved and wider ranging service but none had been provided due
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to lack of resources. In addition to lack of resources, the librarian found change difficult to
achieve:
politically it is impossible to close a branch library (County Librarian).
Historically Cavan was a poor rural county with only 5000 population in the main county
town, with little industry and a low rate support grant allowing for little investment in
libraries and leisure. The county librarian produced a development plan proposing a new
central library on the present site, automation, new branch libraries and a mobile library
service over the long term to modernize and improve the facilities:
basically our promotional plans are limited by lack of infrastructure (County
Librarian).
Leisure and library services have traditionally tended to be centralised institution-based
services, but recent years have seen the growth in community-based activities such as
domiciliary library services, library services to residential homes, day centres, playgroups,
centres for the disabled and ethnic minorities. The Sport for All and sports development
outreach initiatives brought sports activities within the range of some disadvantaged
communities in the UK. These policies were labour intensive and expensive and limited
resources required difficult choices to be made (Audit Commission, 1989, 11). However,
some leisure and library services had taken positive action to provide for geographically
disadvantaged communities. In Clydesdale, a mainly rural area of 500 square miles, a
network of 33 neighbourhood community centres had been developed in addition to the
main leisure facilities situated in the towns. This community recreation section also
provided three buses to transport people to the larger centres. The section also operated a
people based service:
It's about getting into communities and working with communities - we operate a
grant scheme and offer a bank of equipment (for loan) - very much an enabling role
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which recognises that in a rural community like this most of the local activities have
to be organized by local people (Director of Leisure Services).
The survey revealed that public libraries in particular were increasing their development of
outreach activities in order to extend their services to various disadvantaged and minority
groups. A third of all new services cited in the UK were directed at these sections of the
community, for example: the housebound and those in residential homes, ethnic minorities
(including housebound Asian women), those with special needs (provision included
specially adapted mobile libraries and talking books), prisoners, minority language groups
(for example Asian, Welsh and Irish languages), children of Travellers, community centres
and information for those affected by HIV/AIDS. Recent developments in information
technology and computer networking will take the proactive library service one step further
with electronic link-ups between the user and their local library. Users will be able to search
the catalogue, renew and request items, and conduct online searches from their own
terminal; of course these developments would be subject to the usual financial constraints
(Aslib, 1995; Library and Information Commission Working Group on IT, 1997).
On the whole, new UK leisure services were institutionally based, but there was evidence of
sports development (especially in schools) and community outreach activities, particularly in
rural areas as described above. Approximately 10% of the new services mentioned by
senior managers were specifically intended to meet the needs of those whose access to
services was restricted by disability or distance. Clydesdale Leisure Services operated a
community recreation section which involved working with communities in their own local
centres, and running community buses including a 'swim express' at peak times to take
children from the villages to the swimming pool at a low price. Alyn and Deeside also
provided free buses for rural communities to be able to attend the leisure centres in the
summer. In times of recession and cutbacks in local government spending on capital
projects such as new sports centres, pools and libraries, policies of service distribution and
accessibility had become even more relevant factors in the marketing mix.
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The location of library and leisure services can be dramatically affected by the changing
social environment. Communities do not remain static and many facilities built years ago
were no longer serving the same needs. The middle classes had moved out of many areas in
the inner cities and had been replaced by poorer, often culturally different groups requiring
a variety of new services arid facilities. More women were working full-time and needed
access to services after normal working hours and at weekends. The increase in the number
of retired people, still active, but perhaps restricted financially or by lack of transport,
meant that there were large groups of potential customers who had to be considered when
planning location and distribution policy.
During the late 1960s and 70s many new city-centre libraries were built in the UK, often as
a symbol of civic pride, with a wide range of services and facilities, including audio-visual
equipment, comfortable listening and viewing areas, separate teenage and children's
libraries, large reference, fiction and non-fiction collections, and coffee lounges. These
libraries updated their services in the 1 980s and 1 990s, offering photocopying, teletext,
online searching and fax facilities, business services, and special collections for minority
groups in the community. Most of these city centre libraries were conveniently situated in
or near the main shopping areas with easy access to public transport. Some even had their
own shops, like Birmingham Central Library, which had a general library shop with a wide
range of goods reflecting a positive image of Birmingham, and a tourist information and
ticket bureau at the entrance to the library itself. Other library services such as
Leicestershire were developing a range of shop areas within their main branch libraries.
The 1960s and 70s also represented a huge expansion in the number of leisure centres built
(usually with little or no marketing research) for reasons of civic prestige on available land
in response to pressure from politicians. In many cases services were inaccessible to the
community through bad siting and lack of transport (Collins and Glyptis, 1992). The new
multi-purpose 'wet and dry' centres were designed to appeal to a wide range of interests and
abilities, providing indoor and outdoor activities, with coaching facilities, creches, shops
and refreshments. Recent developments including increased public demand for recreation,
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restraints on local government expenditure, and the introduction of competition to improve
efficiency, have meant that senior managers must reassess their policies on service location
and distribution. In Birmingham for example, the location of library buildings was a
difficult legacy to deal with due to population changes and redevelopment in the city:
They are very much on the outskirts of local communities, or they are completely
inaccessible - they are stuck in the middle of a dual carriageway or whatever, away
from shopping centres and away from urban community interests etc. . .It's either a
case of having to change the location of individual libraries if it is possible to do and
quite often that isn't possible because of financial constraints, or it's a case of trying
to divert services.. .by developing services in other parts of the community
infrastructure - community organizations, neighbourhood offices or whatever for
information dissemination (Director of Library Services).
The look and atmosphere of buildings were important considerations for senior managers as
they can radically effect the attitudes and subsequent behaviour of users. The surroundings
must be attractive and welcoming with a well designed layout. The choice of appropriate
materials, colours, furniture and fittings all contribute to the satisfaction or lack of it, of the
consumer and the employee. The design and use of 'atmospherics' can reinforce the
feelings of well-being, safety and warmth which the organization hopes to generate. These
factors, which come under the 'physical evidence' element of the marketing mix are vital
because:
customers make judgements about the quality of the service they are receiving on
the basis of items such as the state of the building, the furniture and fittings... Banks
have understood this and are changing their 'physical evidence' away from 'marbled
mausoleums' to warmer financial service shops (Smith and Saker, 1992, 10).
Most of the service managers in the study experienced problems with old or unsuitable
buildings. Even the London Borough of Sutton with its state of the art new central library
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still had to deal with the difficulties of generating greater use and interest from the
community for its older branch libraries:
It's easy when you've got a new central library, it's not so easy when you've got
older libraries (Assistant Director of Leisure Services, Libraries and Arts).
This was also the experience of the manager of leisure services at Alyn and Deeside where a
modern but unattractive building needed to be improved both internally and externally. A
customer and non-user survey was used to support his own arguments for funding to make
changes. This strategy resulted in better changing facilities, greater space for car parking,
and a more attractive and inviting entrance to the building. A follow up satisfaction survey
was planned, but many positive comments had already been noted. Other authorities were
struggling with cuts in funding and rising costs of maintaining poor facilities:
We have declining facilities which we are very aware of - often the environment
people come into is more important than the activity. Maintenance is what has
suffered over the last few years (Principal Assistant Director, Leisure Services).
A major concern was improved provision for those users with disabilities. Many local
authorities were making great efforts to improve access to buildings and facilities for
wheelchair users and other disabled people in line with their policies of targeting the
disadvantaged in the community. As already discussed, these policies may include taking
the services to the user with the use of mobile libraries, domiciliary services, and sports
activities in centres for the disabled.
The increase in access to and advances in computer and communications technology was
also having a great effect in this aspect of the marketing mix. The physical location of
libraries becomes less significant when access can be made direct from offices, homes and
workplaces. This is particularly relevant to those disadvantaged by disabilities and location
such as the housebound and rural communities. The People's Network Project aimed to
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connect all public libraries to the Internet by the end of 2002 (People's Network, 2000). By
1999 many public library authorities in the UK, such as Sutton, were already developing
remote dial-in services which will benefit many users especially when accessible through the
Internet:
• . .libraries will become very different places. They will retain their spaces for
books, study, exhibitions and events, but they will gain new learning spaces -
interactive spaces - new uses and new users. The rapid spread of high-performance
communications will mean that even the most remote rural library will offer access
to the same facilities as a large urban library, providing a means to draw in those
people who, through geography, are furthest removed from the opportunities
offered by the Information Age (Library and Information Commission Working
Group on IT, 1997, iii).
In Ireland, a proposed electronic public access network for information, PAN Ireland,
would provide educational support materials, consumer health information, electronic
government information, employment information, training materials and cultural resources
including local history information. It would work on a regional and national level to
address community, social, citizenship and training needs, to be accessible to home users as
well as users in libraries and information services (Chomhairle Leabharlanna, 1999). One
community information system in operation was that offered by Clare County Library on
their web pages. It provided information on employment, careers, training, health, cultural,
sporting and other events throughout the county, as well as access to the county library
catalogue of materials (Clare County Library, 2000). Computerisation and Internet access
was planned for all public libraries in Ireland with government support, as set out in the
action plan to implement the information age (Ireland. Department of An Taoiseach, 1999).
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5.4 Price
Charging for library services was a major issue for library managers and local authorities in
the late 1980s and early 1 990s. The survey questionnaire to chief librarians asked one extra
question not put to leisure officers, which was to list those library services charged for. The
results are discussed below. Local Authorities in the UK, although required by law to
provide free core library services, and maintain low prices for some leisure activities, had
been under increasing pressure to generate more income since the 1980s. Legislative
changes in the UK enacted by the Local Government Housing and Finance Act and the
Education Reform Act in 1988, including the introduction of the Community Charge and the
threat of rate capping, Compulsory Competitive Tendering (Ccli), and Local Management
of Schools (LMS), placed even greater financial constraints on local authorities. While CCT
is no longer a threat to library services, the Best Value initiative which has now replaced it
has continued to place emphasis on value for money and benchmarking of services. Senior
managers in leisure and library services were also under pressure from three main
directions: declining financial resources, demands for improved services from the public,
and greater accountability required by central government.
While Irish public libraries were under less pressure to generate income in terms of
legislation and contracting out services, they had suffered from low levels of resourcing
over a long period. In Kilkenny the County Librarian was under pressure from the council
to increase charges for annual membership by raising the fee or spreading it amongst more
people. Here the decision was made to require everyone except children to pay the
membership fee. There were hard economic facts to be faced:
It is a question of either cutting expenditure or bringing more in (County Librarian).
The case studies revealed that time spent by managers and marketing staff on income
generating projects was increasingly rapidly. In Birmingham pressure was placed by council
members on the marketing department to increase the income generated by certain services,
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for example a gallery which the council had decided would not receive a subsidy and was
therefore struggling to make a profit. In Clwyd libraries were also required to increase their
income:
Income generation has become far more important and it is built into all our budgets
to raise a certain level of income.. .and also if you want to do something new or
different you have to bring in income (Deputy Director Clwyd Library and
Information Service).
A dramatic change in the methodology adopted for pricing and charging over the period
1991 - 1996 was revealed in the case of the London Borough of Sutton, and replicated in
many other UK library services. In 1991 the response to a question concerning the
development of pricing policies was:
Seat of the pants is the true answer, that's how it is.. .The secret is to review it
regularly and to have an effective monitoring system, which we haven't got
(Assistant Director of Leisure Services: Libraries and Arts, Sutton).
But by 1996 income generation formed a major part of managers' concerns and a rigorous
business approach to pricing policy and charges had been adopted:
Over five years we have got much more business style. Five years ago you could
say "lets put this new idea in - it'll make £50,000. It made £20,000 - all right, hard
luck. Now it's got to make what we'll say it will make because you're going to lose
jobs if it doesn't. . .So a lot of the excitement has gone, it's much more business like
and much more factual (Director of Leisure Services, Sutton).
We are far more aware of the trends.. .and having to take action.. .Each month we
spend quite a lot of time looking through (the figures) and seeing what's
happened.. .Last summer had a dramatic affect on our income - that long hot
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summer, apart from swimming, it was too hot to do anything else. People couldn't
be bothered to come in and take out 6 or 8 books, they would rather buy a
paperback and sit in the garden. People weren't going to sit in the theatre and be
sweltered. You couldn't predict that, but probably our director of finance would say
you should have! (Head of Libraries and Heritage, Sutton).
By the end of the decade other issues were affecting the decline in library fines income and
are discussed below in 5.4.3.
The contentious issue of charging for some library services has been discussed elsewhere
and it is not intended to repeat the arguments here (Cartm ill, 1992). Nevertheless, public
libraries have been increasingly required to justify their position as a free public service
(Cronin, 1984a). Cutbacks in local government spending have meant library book funds,
staffing, and capital expenditure have been reduced in many authorities, drastically in some
cases, although cuts have been very variable across the UK (Sumsion and Fossey, 1992). At
the same time, the information, communication and computer revolutions (Corbin, 1988),
and the subsequent demand for increasingly sophisticated library services had brought
enormous pressure to bear on the traditional public library service.
5.4.1 Responsibility for charging
The survey revealed a wide variety of costing and charging policies and practices between
different authorities in the UK. Political influence was usually the decisive factor in the
development of charging policies. In Edinburgh, for example, the District Council had a
no-charging policy for libraries. The City Library had the largest collection of compact
discs for loan in Scotland and was one of the few libraries in the country to offer a free loan
service. No charge was made for basic online searching, information to businesses or even
for family history research.
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In the London Borough of Sutton, however, the policy was to charge for everything legally
permissible in public libraries. This had been the case under succeeding political parties.
Here, the money raised from charging for services was paid directly back into the rate fund
in order to keep down the overall cost of services. Concessions were allocated on individual
assessment through a discount card, rather than by groupings, such as pensioners for
example. In 1991 charges were raised for the first time for four years by 33 % across the
board. The price increase was prompted by officers and supported by the members with
surprisingly little negative reaction from the public, this being one of the more affluent
boroughs:
Its been the same under all political parties, it's not been an area of local contention
- we're talking about a largely middle class borough (Marketing Manager).
By 1996 a more devolved budget system had been introduced which placed more
responsibility on managers:
so the pressure is on them to increase income right the way down, which is better
than the other way, where everyone used to say "I'm not doing that, it's not part of
my job" and nothing happened (Director of Leisure Services).
The survey showed that in the majority of cases it was a combination of the committee and
the chief officer who decided on the charging levels for leisure and library services in the
UK (see table 24). In Ireland there was an interesting difference between libraries and
leisure services. While the majority of leisure services had their prices set by a combination
of chief officer and council committee of elected members as in the UK, almost half of
libraries had their charges set by the council, as against a quarter in the UK. These figures
reflected the relatively independent status of leisure managers in Ireland. The local authority
committee structure for public libraries was well established in comparison to the less co-
ordinated structure of leisure services.
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%ROI
(n = 16)
6
0
75
13
%ROI
(n=24)
46
8
13
29
The other categories listed by Irish library respondents as responsible for charging decisions
were the county/city manager (8%), the librarian and the county/city manager (8%), and
"not applicable" where no charges were made (13%). Others responsible for setting prices
in the UK included staff committees; chief officer/librarian, or committee in conjunction
with treasurer; facility managers; management and marketing teams; chief executives; and
full council. In very few authorities was the individual chief officer or librarian alone
responsible for setting charges.
Table 24: Responsibility for setting prices in libraries and leisure services.
Responsibility
Council Committee
Chief officer
Both above
Other
Not specified
Leisure
%UK
(n 373)
26
4
64
6
Libraries
%UK
(n=139)
25
9
58
4
4
% total number of respondents
The strong influence of members on setting charges was reiterated in the case study
discussions. Charging policy for leisure services by Leicester Recreation and Arts
Department was committee led:
the members very much have control in terms of individual pressure groups and
target groups (Deputy Director of Recreation and Arts).
Charges were kept very low through a complicated system of concessions, the governing
philosophy being that the main barrier to participation was price. Some authorities,
however, employed a social audit approach to charging for services, and focused on
problems of physical access (for example, the disabled and rural communities), cultural
barriers (minority languages and customs) and other disadvantages such as learning
difficulties.
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The Director of Recreational Services for Clydesdale District Council successfully
negotiated for the authority to set prices to be transferred from the District Council to
himself in 1988. Regular three-monthly reports on pricing and income were made to the
Recreational Services Committee. The previous pricing policy for sports services and
recreational centres operated a general blanket subsidy. This resulted in income not being
maximised from those who could afford to pay more, and still presented a barrier to
participation for those with low incomes. A new, differential pricing strategy was proposed
with a Passport to Leisure Scheme to ensure equitable access by the economically and
socially deprived. One of the main problems in implementing the previous policy was that
prices were set once a year by council, and any changes took three months to implement.
Differential pricing would relate charges to demand, to reflect the different levels of use at
peak and off-peak times, and would also relate to the quality and standard of services. A
range of promotional devices was also recommended, such as a free swim day. Income and
user targets would provide managers with increased motivation to manage their facilities
(Clydesdale District Council, 1988).
5.4.2 Competition
The first part of the UK public library service to be precipitated into the new competitive
market economy in local government was school library services (SLS). The Education
Reform Act of 1988 and the introduction of local management of schools (the delegation of
financial responsibility from local education authorities to schools) meant that SLS became
business units and schools became customers. Attention to costing the service was a
priority. By 1992 SLS had reorganized their service management with a proactive outlook:
based on clear costs, statements of entitlement, and contracts between buyers and
providers.. .SLS had moved into the market place (Heeks and Kinnell, 1992, 144).
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This has had a profound impact on public library management practices generally. As the
Leicestershire county librarian commented:
We are now having to do some costing regardless of what happens to the school
library service.. .we are having to look at what the charging level would be for opted
out schools.
In some authorities the advent of LMS and contracting out services was of considerable
benefit. In Clwyd the schools in the area unanimously demanded that the SLS continued to
be provided centrally by the authority. As the SLS was in need of increased resources and
staffing this was being developed with 18 new posts introduced in 1991:
Although it has been underfunded for a number of years, it is a compliment to our
staff, because they've got the message across, even though sometimes they haven't
been able to give them the right product (Assistant County Librarian).
The introduction of CCT and the rapid development of private sports clubs and health and
fitness centres entailed a need for local authority leisure services to re-examine their role
and marketing objectives. As with library services, the increasingly sophisticated demands
of the public for improved facilities and services entailed high running costs and capital
outlay at a time of general cutbacks in local authority spending:
You have to compete for people's spare time, and if you are not putting the
investment in they are going to go somewhere else. They won't settle for jaded old
facilities any longer (Director of Leisure Services, London Borough of Sutton).
Traditionally, local authorities had based charges for their services largely on guesswork,
what was felt to be 'acceptable', and what the neighbouring authorities were doing. In the
1990s it became apparent, due to legislative changes, escalating costs, local government
cuts in funding and emerging competition from the private sector, that there was a need for
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objective reassessment of both costing methodology and charging for services. The
introduction of CCT had an immediate effect on the costing and charging policies of leisure
services in particular. Many authorities were confused over the new requirements for
costing procedures and levels of subsidies which had often been developed over a long
period of time and were out of date. One Deputy Director of Arts and Recreation
commented that the authority was:
way behind on the technology and way behind in terms of business planning as far
as financial management is concerned.. .there is no costing system.
Commercial prices were to be charged for some activities, and decisions as to which
services to subs idise had to be made. Many elected members supported the idea of a mixed
economy approach (a mixture of subsidies and earned income) as a method of relieving
central subsidies. A balance had to be sought between the social and financial objectives of
each authority in order to meet the new competitive regulations (Akeroyd, 1991). As the
Audit Commission noted as early as 1983:
It is appreciated that the process of setting prices is one which tends to be heavily
influenced by political factors. However, authorities ought to have a pricing policy
which is debated and agreed. Management should be free to maximise revenue
within such a policy agreed by Members (Great Britain, Department of the
Environment Audit Inspectorate, 1983).
In 1997 the new Labour government's Best Value initiative was introduced to replace CCT
by April 2000 (Best Value, 2000). Sutton Council began preparation for this change at an
early stage, and in 1999 introduced performance reviews for seven service areas including
libraries. The council developed a framework for review based on the government's four
stages of:
Challenge
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• Compare
• Consult
• Compete.
The requirements for the Compare stage were to:
1. Set out who else provides the same service or similar services against whom we
can compare our performance.
2. Set out how the service performs against:
• all local authorities
• our family of boroughs
• London Boroughs
• relevant organisations from the private, other public and not-for-profit sectors
• its Standard Spending Assessment, if appropriate.
3. Set out the trends in our performance compared with:
• all local authorities
• our family of boroughs
• London Boroughs
• relevant organisations from the private, other public and not-for-profit sectors.
4. If the service is not in the top 25 % of authorities nationally and/or does not
compare well with other providers:
• set out the reasons for this
• set out the action needed to meet performance of top 25 %
5. Set out best practice in organising and delivering the service
• set out whether these are relevant or appropriate to the service
• if you do not currently conform to best practice as set out, what you need to do
to achieve it?
6. What are the strengths and weaknesses of the service in comparison with the
other providers selected?
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7. Evaluate and set out current performance and future performance prospects
compared with other providers.
8. Do other providers offer a more sustainable service? Set out how.
9. Do other providers address equality issues more effectively? If so how?
10. If we are to address these issues better, set out what we must do. (London
Borough of Sutton Library Service, 1999, 19-20).
This extract reveals the extent of detail required by Best Value process in carrying out a
review of the competition for libraries, in comparison with the generally ad hoc approach
revealed by the earlier research undertaken for this study. Sutton Libraries had recently
appointed a Quality Services Manager to be responsible for this and related work.
5.4.3 Income generation
When asked to list which services they charged for, the survey showed that 82% of UK
public library respondents charged for the loan of audio-visual materials, 38% charged for
the hire of rooms, 21% for the loan of pictures, and 9% for business information services
(see table 25). Only 12% were already charging for online searching but seven more
authorities were planning to introduce charges the following year. Other services charged
for included study carrels, record cleaning, software and hardware loans, hospital library
services, toys, and carrier bags.
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% UK (n = 139)	 % Ireland (n =
82
	
4
62
	
25
60
	
46
38
32
21
13
13
12
9
9
6
5
5
4
4
4
4
46
25
8
4
Table 25: Main services charged for in public libraries.
Services charged for
Loans of audio-visual materials
Requests and reservations
Photocopying
Hire of rooms/space
Fax
Registration/membership
Adult issues
Picture loans
Sales of withdrawn books
Publications
Online searching/database use
Activities/events in libraries
Sale of photographs
Business information services
Microfilm readers/copiers
Local studies/genealogy searches
Hire of music scores/instruments
Publicity for local societies
Exhibitions
Lectures and talks
Sale of tickets
% = total number of respondents
The most obvious differences between the UK and Ireland were the smaller range of
services charged for in Ireland and the fact that nearly half of Irish libraries made an annual
charge for membership/registration. About half of these charged adults only and it was
usually a low amount, ranging from £2.50 to £10 annually. In addition, charges for issues
were made by almost a quarter of the library services surveyed. Issue charges were in the
region of 20 to 30 pence per issue for adults; children were not charged. Membership
charges implied that charging for other services was not necessary, but charging for the core
service could result in discouraging poorer people to join the library. This may be one of
the reasons that a smaller proportion of the public regularly use Irish libraries (32% of
adults) than in the UK (60% of adults in England and Wales). The introduction of
membership and issue charges in the mid 1980s was accompanied by a reduction in use of
219
libraries in Ireland (Ireland. Department of the Environment and Local Government, 1998,
30 & 36; Aslib, 1995, 7).
The extent of charging for UK library services in 1991 is indicated by the fact that 41 % of
respondents cited between 6 and 10 charged services and 5% listed more than 10. Overall,
94% of respondents listed at least one service for which a charge was made, and 29% were
planning to extend the range of services charged for, while 65 % stated that they did not
intend to increase the number of charged services. In Ireland 21 % of library authorities
made no charges and of those that did charge, the highest number of services charged for
was five by one library. Almost a third of libraries (29%) charged for two services and
21 % only charged for one service. Just one library service planned to introduce charges
which was for a new CD lending service. In a recent survey of public libraries in Ireland
38% of chief librarians stated that the costs of providing non-core 'library and information
services should be passed on to the users, but 62% disagreed (Chomhairle
Leabharlanna, 1999).
As shown above, a wide range of new services and facilities had recently been introduced
by both leisure and library authorities (see tables 21 and 22). Only 2% of new leisure
services and 9% of library services in the UK were specifically cited as being set up in
order to generate income. Of course, the most common reasons given, which included
improving and extending services and fulfilling the needs of the community, would
hopefully, increase use and participation, and therefore income. The question of
maintaining the balance between financial and social objectives is again highlighted in this
context. In Leicestershire the Director of Libraries and Information Services was well aware
of the need to cost services in terms of the effectiveness of services and the return achieved
on the investment:
That's always got to be done because of the type of service we're offering. There's
also got to be the social audit element of that...
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In Birmingham the City Council Leisure Services Committee exerted a very strong pressure
to keep down the charges of leisure facilities. For example, public golf courses which were
of a high standard, charged only £5 per round:
Now, using the supply and demand principle, everybody can see that that is way
below what the market could stand, but it would be totally against the Leisure
Services Committee policy to increase golf charges to, say £10 or more. In the long
run golf, like all leisure activities, should be available to all. (Marketing Manager).
In Clwyd, the members first approved the charging protocol for the county library's new
Business Line service. This set out exactly when and where charges should be made, but
within this framework the librarians had flexibility in setting charges for individual pieces of
work. In addition, various packages were offered to firms, and new packages were
developed in response to demand:
What we actually provide is what the market asks for at the price we can afford to
do it, and if they find the price acceptable then we can sell it. (Deputy Director of
Libraries and Information Services).
The issue of customer resistance to increased charges was raised by some service managers
who were very much aware of the possible negative affects. One manager said he had
argued against increasing charges on the grounds that it would lose income overall:
You have to balance customer resistance with increasing charges. The strategic
review will make sure charges are reasonable and comparable with the private sector
and represent good value for money (Principal Assistant Director Leisure Services).
In one library service where income generating opportunities were maximised, it was found
that there was a limit to the amount that could be charged in fines for overdue loans:
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.we've not been able to increase our charges above inflation, basically because of
customer resistance. If we fine them too much, people bring their books back (Head
of Libraries and Heritage).
In the case of public libraries where new services were being charged for, there were often
spin-off benefits for the service as a whole. For example, Ciwyd County Library's
successful Business Line service which had access to existing library resources, facilitated
an overall enhancement of the free business service offered to the Ciwyd community. In this
respect there was a cross-subsidy effect where the commercial service and the free public
service were mutually beneficial.
Partnership ventures with other organizations reduced the financial outlay and hence the
risk. Publishing projects, for example, were undertaken by libraries in conjunction with
commercial companies who provided the investment while the library contributed the
material and the expertise (Nicholson, 1992). Of the case study authorities Ciwyd,
Leicestershire and Clydesdale public libraries had successful local interest publishing
ventures. In Clwyd:
.one reason for setting up our publications programme was actually to generate
money (Assistant County Librarian).
The Ciwyd publishing project resulted in 16 titles being successfully published and almost
entirely sold out, making around £80,000 net income for use in other library services.
However, as the Office of Arts and Libraries report on joint enterprise observed:
There is a need for active efforts to bridge the gap between the lack of knowledge in
the private sector of resources held by public bodies and the lack of awareness in the
public sector of the commercial potential of those resources (Great Britain. Office of
Arts and Libraries, 1987).
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By the end of the 1990s, the effects of ICT and other developments had resulted in fewer
library issues and hence less income from fines (Creaser and Murphy, 1999). Between 1996
and 1999 Sutton Libraries had experienced a reduction in income from 17% to 14% of their
total revenue budget. The Head of Library Services explained that as the amount of
electronic information is increased people take out fewer items to consult or read at home:
In the past they may have taken ten items home. Now they only take one or two
because they will have got the information electronically.
These comments were reiterated by the Operations Manager for Leicester City Libraries.
The problem for library managers was to negotiate with their directors of finance and
explain that this was a national trend and that it wouid be an ongoing decjine in this type of
revenue. In Sutton, in 1999, the income generated by the libraries was half a million pounds
per annum in an overall budget of just over four million: a relatively high proportion when
compared nationally:
We try to introduce new streams of income, but I think we have reached a plateau. I
don't think there is much scope for us to bring in a lot more money (Head of
Library, Heritage and Registration Services).
5.4.4 Concessions
There had been little research generally conducted by local authorities into the relationship
between cost, charges, and use of leisure or library facilities. Many authorities assumed that
cheaper prices meant greater use and achieved higher social objectives. In fact, the majority
of heavy users of leisure facilities were middle-class professional people, who were
therefore being subsidised by the poorer tax payers (Bartlett, 1988). Some authorities were
trying to overcome this problem through targeted support to certain groups in the
community. Price differentiation can involve free or cheaper services and special
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membership cards for the unwaged and poorer sections of the community. A popular
scheme, introduced in a number of UK authorities, was a Passport to Leisure or discount
card which allowed significant price reductions on a range of recreational facilities.
Liverpool City Council, for example, was keen to ensure that its services and facilities were
available as freely or as cheaply as possible to the large numbers of unwaged in the area, so
concessions were aimed at these and other target groups. In Leicester also, it was also seen
as essential that the need to generate income and raise some prices did not disadvantage
those least able to pay for leisure services:
Obviously generating income, we'd much rather increase usage and get more peo[e
through the door, but.. .some of the prices will have to go up. What we have got to
do is make sure that we target those prices towards those who can pay and that's
where you move into looking at concessions in a much more structured way
(Deputy Director Leisure Services).
Other authorities tried to relate pricing more closely to specific needs:
Price concessions are related to social needs. For example, swimming is cheap
because of the dangers of drowning in local rivers (Chief Officer, Deeside Leisure
Services).
It was evident from the survey results that the elderly were the group most likely to be
offered concessionary rates by libraries and leisure services in the UK (see table 26 below).
In Ireland, however, children were the highest priority for concessions reflecting the policy
of most libraries not to charge membership fees to children. Fewer than half the Irish
respondents allowed concessionary rates to the elderly. Only 35 % of libraries in the UK and
38% in Ireland had reduced rates for the unwaged, while 74% (UK) and 69% (ROT) of
leisure services offered concessions to this group. It is perhaps surprising that, although core
services were provided free in UK libraries, other services, such as online searching and
the loan of audio-visual materials and educational videos were often charged at full price to
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the unwaged. These services were potentially of particular value to the unwaged who may
be attempting to improve their qualifications or spend their time profitably in other ways. It
is interesting to note that more libraries than leisure facilities gave price concessions to
teenagers and young adults, at a time when the need for more leisure opportunities to
encourage teenagers to occupy their time positively had never been greater. Only a quarter
of Irish library services allowed concessions to people with disabilities compared to around
half of UK libraries and leisure services in both countries. The low rate of concessions to
this group of users in Ireland conflicts with the policy of 42% of libraries to target people
with disabilities as indicated in an earlier question (see table 20 above).
Table 26: Comparison of price concessions in library and leisure services
Target groups
Elderly
Children
Unwaged
Disabled
Socially disadvantaged
Teenagers! 1 3-24s
Ethnic minorities
Business community
Women-________
% = total respondents
5.5 Promotion
Promotion is the element of the marketing mix which, through a network of
communications, seeks to inform, motivate, influence and persuade the public. This can be
done personally, for example by word-of-mouth, through a customer care approach, by the
use of talks and exhibitions, and by non-personal methods such as advertising, direct mail,
sponsorship, public relations and sales promotions. It was apparent during the survey that
promotion was often felt by chief officers to be the most important aspect of marketing. It
was certainly the most easily and quickly recognized and understood aspect of marketing:
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Although promotion is the most visible part of marketing activity.., it is only the tip
of the iceberg (Johnston, 1987).
This fact has led to a situation of confusion in not-for-profit organizations:
Promotion is the part of the marketing mix that many nonprofit organizations are
most familiar with and most adept at. They have regularly used advertising,
personal selling, sales promotion, and publicity - often very aggressively and
effectively - to communicate with both their contributors and their clients. However,
these organizations have not integrated their promotional mix into a total marketing
program. In fact, many nonprofit groups believe that promotion and marketing are
one and the same thing (Stanton, Etzel and Walker, 1991).
The survey revealed that promotion was by far the most popular marketing tool used in UK
and Irish library and leisure services. There was a considerable misunderstanding of
terminology evident throughout the research, particularly in the responses to questions
concerning overall marketing and promotional budgets (treated separately in the
questionnaire):
What's the difference between marketing and promotion? We use the same budget.
(Assistant Director of Leisure Services).
What's the difference between promotion and marketing?? Semantic problem.
(Marketing Manager).
It became apparent during the study that those senior managers who had a poor
understanding of marketing practice and theory tended to respond almost exclusively in
terms of promotion, public relations, publicity and advertising. Those with a greater
knowledge and understanding of marketing made significantly fewer, or no references to
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these aspects of the marketing mix, concentrating more on strategy and service
development, the constraints of local and central government and the issues involved in
effective marketing practice such as customer needs and staff attitudes.
In the UK 26% of library services and 57% of leisure services indicated that they held a
marketing budget, whereas just over half the respondents from both leisure and library
authorities stated that they had specific budgets for promotional activities. In Ireland only
one library service had a marketing budget and only two had budgets for promotion,
whereas 38% of leisure services had a marketing budget and 19% had a promotions budget
only. Due to the ambiguous interpretations of the terms 'marketing' and 'promotion',
however, these figures must be viewed with some scepticism. It must be assumed from
comments and from the case studies that a number of those stating that they had a marketing
budget in fact had funding allocated for promotional and publicity activities only. This is
shown in the variety of terms used by senior managers when referring to marketing,
including promotion, advertising, publicity, public relations, displays, news and
information, printing and publications, graphics, and market research. When asked about
the role of marketing in the organization, one leisure services manager replied that:
The person responsible for marketing is the publicity/events officer, originally a
graphic artist, and was under utilised just on the production of posters etc. Now this
person is used on a district wide basis and has designed the new corporate image.
5.5.1 Promotional tools
There are four main promotional tools in the communication process. These are advertising,
sales promotions, public relations and publicity:
In the vast majority of nonprofit marketing strategies, influencing behavior is largely
a matter of communication (Kotler and Andreasen, 1996, 478).
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Advertising is a non-personal form of communication and can involve a variety of media
such as the press, television and radio, posters, hoardings, and direct mailing. Marketing
managers have a number of key decisions to make on the use of advertising tools. The
objectives of the campaign must be carefully worked out, based on a good knowledge of the
target groups, and should include elements of information, persuasion, or reminders of the
services available. Evaluation and selection of the appropriate advertising message is
essential to distinguish it from other campaigns and from competitors. Budget size and
allocation are also important considerations especially in the hard-pressed public sector. The
survey revealed that local press was the most frequently used form of promotion overall:
We do believe that having the library name in our local papers, any publicity, is
good publicity (Assistant Director of Leisure Services - Libraries and Arts).
Press publicity is very good for things that have visual impact. . .Leaflets are good
for letting people know specifics and when events are taking place. Posters are good
for getting over a simple message. (Director of Library Services).
We can't afford to take out lots of advertisements in the local press which is also
identified as a reasonably effective means of promoting our services (Director of
Leisure and Library Services)
Libraries in Ireland made slightly more use of exhibitions but ranked local press overall as
the most effective form of promotion. Local radio in Ireland was also a very important form
of communication with the public and was the only promotional tool used more by both
libraries and leisure services than in the UK. This reflects the impact of radio in Ireland
generally which, in a largely rural country, provided an essential medium of communication
for the majority of the population. Free council hoardings were most likely to be used by
leisure services in the UK, but hoardings in general were not used much by libraries in
either country and hardly at all by Irish leisure services
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Direct mailing was used by some services but the reactions to this method of promotion
were varied:
I was at one of the libraries the other week and the staff had been out putting things
through letter boxes telling people that the new-look library is open, and they were
telling me how amazingly successful they felt that had been. People had come to the
library for the first time (Director of Library Services).
Last year we spent something like £7000 on full colour leaflets and door-dropping
them across the Borough; we got about 120 entries from it, so this year we didn't do
that because it didn't work. It was promoted through the press instead, and in the
High Street.... and we got over 400 entries by spending, about £1500 ('[arketing.
Manager).
One of the advantages in terms of promotion for the library service, following its
convergence with the city arts and leisure services in Leicester in 1997, was access to the
leisure pass data base. This had been established some years previously and constituted a
valuable source of information on those disadvantaged communities in the city:
We haven't used it to its full extent yet, and it's going to be a wonderful tool for us.
Many of the people we are trying to target for other reasons - [such as] mail-outs
(Operations Manager, Leicester City Libraries).
Sales promotions include short term attention-getting, incentive schemes such as
membership offers, competitions, free bookmarks, and free refreshments. Promotional
activity in the private and commercial sectors has greatly increased in recent years as the
effect of advertising alone has declined; consumers are more incentive oriented and
competitors are increasing their activities. The survey did not reveal a great deal of this
activity in library or leisure services. However, there were indications that this was
increasing in leisure services in spite of some resistance:
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There are not many sales promotions that we get involved with - we don't like to be
seen to be giving things away basically (Marketing Manager, Leisure Services,
London Borough of Sutton).
In Dun Laoghaire-Rathdown, however, a very successful till-receipt promotion was run
with local supermarkets whereby the receipt holder was entitled to bring a friend to the
leisure centre and get a free class.
Public relations is concerned with the relationship between library and leisure services and
the public. It is a vital personal promotional tool which aims to maintain good relations and
present the right image to the community. This helps to anticipate problems and keep the
organization in touch with local trends and reactions. Public relations can hold a very
influential position in the organization, depending on the attitude of the responsible
committee and senior managers, and may be involved in policy and strategic decision
making. However, it was found to be more common for public relations in local
government to be concerned purely with publications and handling news and special events.
The relationship between public relations and marketing in the services was often very
poorly defined. The public relations aspect of marketing was represented in the interview
responses more in terms of customer care, perhaps reflecting this lack of definition of roles:
Dublin Corporation always had a person responsible for PR. Maybe we should all
have a person responsible for PR who liaises with all senior officers in the different
departments - this would be the best way to promote the whole authority. The
library could not justify having its own PR/marketing officer (County Librarian,
Kilkenny).
Public relations can be immeasurably enhanced by the attitude of staff in dealing with the
users of the service. A user who is treated badly by staff is less likely to return or to
recommend the service to others. The study revealed a high commitment from senior
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managers to the concept of customer care and achieving good relations with the public.
These factors and the emphasis on 'word of mouth' by many respondents indicated the
importance placed on good communications between staff and users:
Every interaction between a member of staff and a member of the public includes
promotion as far as I am concerned, because that establishes the public's perception
of the library service (Director of Library Services).
I think the most effective promotion is satisfied customers (Director of Leisure
Services).
In Clydesdale this aspect of customer care and the importance of personal contact was
stressed:
• . .the human face of marketing, where a lot of what we do is based upon direct
contact, face to face contact with the people who we work with .. .Survey results
show that word of mouth in the most effective means of encouraging people to use
our facilities (Director of Leisure and Library Services).
Publicity involves the use of a range of public relations tools in order to communicate with
target groups. Written material including annual reports, catalogues, newsletters, leaflets
and flyers are important methods of communicating with the public. Logos and other
corporate identity media such as stationery, brochures and signs are useful tools for easy
public recognition. It is important to have a distinctive visual corporate identity, however,
not all local authorities in the survey acknowledged this:
The council has no corporate image and whilst the Chief Executive employs
consultants to come up with a new corporate image, the council's decision has
persistently been to defer that.. . it's not something that they see as high profile
(Director of Leisure and Library Services, Clydesdale).
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Lack of recognition by the local authority of even basic promotional tools was a big obstacle
for some managers:
It has been a major hassle to get a road sign erected. Some councillors have even
said "What do you need a road sign for?" In five years of trying I have succeeded in
getting one road sign put up in the county (County Librarian, Cavan).
Good publicity in the form of news stories covering events and activities were very
important for library and leisure services in raising the profile of the service and impressing
participants. Activities included exhibitions, anniversary celebrations, book sales,
competitions, tours, sponsored events, writers in residence, book weeks, and charity sports
events. The significance of exhibitions was highlighted by the importance awarded them by
most library authorities in both Ireland and the UK and by over 60% of UK leisure
services:
exhibitions are quite important, because we are trying to attract the non-library user
(Assistant Director of Sutton Leisure Services, Libraries and Arts).
In terms of raising the awareness of public library services
the writer-in-residence scheme did an enormous amount in terms of the press
interest that it generated, wholly disproportionate to the amount of money it cost - it
was quite amazing, we got letters from everywhere.. .Competitions are good too -
national competitions are cheap to do and good for PR (Assistant Director of Sutton
Leisure Services, Libraries and Arts).
Respondents to the survey indicated that leaflets were very popular promotional tools in
both library and leisure services (table 27). Other promotional methods used reflected the
types of services offered. Displays, exhibitions and plastic carriers were used by more
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libraries, while leisure services were more likely to use uniforms, logos, T-shirts and
posters to promote their services. One of the most obvious differences was the extensive use
by UK libraries of materials such as stationery items (70%), posters (63%), and other
publications such as newsletters (65%), compared to libraries in Ireland, where, for
example, only 8% used stationery such as bookmarks, or carrier bags (8%) to promote their
services.
Table 27: Use of promotional tools by library and leisure services
Promotional tools
cal press
Leaflets/booki ists
Displays
Exhibitions
Posters
Signposting off site
Logos
Stationery
Local radio/TV features
Other publications/newsletters
T-shirts
Uniforms
Illuminated signs on site
Local radio/TV paid advertising
Council hoardings (free)
Notice boards & local shops
Plastic carrier bags
Hoardings - paid sites
%Libraries
UK (n=139)
94
95
92
88
63
63
72
70
54
65
20
25
21
13
17
59
3
% Leisure
UK(n=373)
91
90
73
61
80
76
90
52
43
56
56
85
46
43
39
31
27
10
= total respondents
Leisure services were more likely to use the paid methods of promotion such as media
advertising, hoardings and direct mail, reflecting the fact that many more leisure authorities
than public libraries had a marketing budget. Sponsorship was also an area more developed
in leisure services, probably because of its traditionally strong links with sport, while
libraries reported successful promotion with writers in residence schemes, literature
festivals, exhibitions and publications. Overall there was less use of promotional tools in
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Ireland than the UK (with the exception of local radio) by both leisure and library services,
reflecting the lower priority generally placed on marketing local authority services and on
the lack of funding available in the past.
By the end of the 1990s Sutton Library Service had developed a range of promotional
literature which was designed to inform and involve users. An annual newsletter comprised
an annual report and forum for comments and complaints, as well as news of library related
events. Amongst others, a leaflet entitled Your Libraiy listed basic information and, since
1998, has included the library service budget and the Libraiy Users' Charter. Other
promotional initiatives at Sutton and at Leicester included the review and development of
the Council's website and the integration of a wide range of community information.
5.6 Summary
Achieving the optimal marketing mix for leisure and library services involves an integrated
management approach to match the needs of the communay with the a'vai\ao\e lesornees, i'n
order to achieve the aims and objectives of the authority. Applying the techniques of the
marketing mix is an effective method of relating the organization to its environment and the
requirements of the community it serves. The study showed that those managers who were
most aware of the value of the marketing mix provided the most successful services in terms
of service delivery and customer orientation.
The underlying issue arising from the study was one of understanding and awareness. In
some cases there was a lack of understanding of marketing mix principles and their relation
to the purpose of the organization and the composition, characteristics, needs and desires of
the community. While there was a wide range of services offered by most leisure and
library services, particularly in the UK, there was overall a lack of systematic application of
marketing mix techniques. The lack of awareness of marketing mix theory and practice was
most apparent in Ireland in both libraries and leisure services. There were a small number
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of exceptions, however, where the use of marketing mix techniques were well applied and
resulted in a more responsive and effective service.
Over the period of the study it was noticeable how much change had occurred in UK
managers' attitudes to the price element of the marketing mix in particular. By 2000
services had to be provided on a business-like basis, particularly in the area of leisure where
the effects of CCT had made a great impact. Libraries were also much more likely to have
rigorous pricing policies and sophisticated income generating schemes in operation. This
trend was not generally evident in Ireland, although there were signs that a more strategic
approach is now emerging in public libraries (Chomhairle Leabharlanna, 1999).
There were several examples of initiatives where marketing mix policies had been
successfully adapted for libraries and leisure services. Promotion was the most extensively
used and understood part of the marketing mix process and there were many examples of
good practice noted in the survey. The development of services had in the past generally
been on an ad hoc basis, as had pricing and location policies. There was some evidence that
these aspects were now improving, especially in the UK with the development of a strategic
and systematic approach to the management of local government services.
Managers were generally aware of the problems affecting the application of these policies,
whether they were financial, social, cultural or political. Political and economic constraints
were the most influential factors in managers' decision making on the marketing mix. In
many authorities the lack of marketing expertise and a market orientated culture were
additional factors in the poor implementation of marketing mix principles. The constraints
to effective marketing practices overall are discussed in more detail in chapter six.
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Chapter Six
Change, culture and constraint in the marketing environment
6.1 Introduction
Marketing has most often been defined in terms of creating a mutually beneficial
exchange relationship between the provider of a product or service and target
customers or clients (Kotler and Andreasen, 1996, 37. The strategic exchange
relationship comprises the dual nature of individual choice, initiative and planning
with the external influences which constrain and shape them. As Watson argues:
Human actions, in the managerial context or any other, have patterns to
them which arise from an interplay between deliberate choice or purpose and
the social, political economic circumstances in which they find themselves -
circumstances which involve a constant struggle to cope and survive
(Watson, 1994, 25).
As examined in the preceding chapter, the elements of the marketing mix by their
very nature constitute a major influence or constraint on the marketing of services
and it is not intended to repeat that discussion here. This chapter looks in detail at
the changes, influences and constraints experienced by library and leisure service
managers as evidenced by the surveys and case studies conducted for this
research. It seeks to show, as stated in the hypotheses for this study, that the
successful implementation of relevant marketing principles and practice is
governed by a variety of organizational and cultural constraints. These include
external factors such as central government policy and legislation, local
government reorganization, the political environment and the influence of elected
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members. Internal factors comprise organizational culture, marketing and
customer orientation, and communication processes.
6.2 Constraints
In 1991 the recently appointed deputy director of Leicester Recreation and Arts
department (not including libraries) wrote a paper for staff outlining his initial
perceptions of the issues and problems facing the department. A SWOT analysis and
planning framework was also included. The paper was based on nine months of
observation and discussions with staff and was based on five questions as to the
perceived issues affecting the city, the council, the department and each section within
it, as well as the role of the new Deputy Director. The issues facing the city included
race relations, quality of life and the city image; those affecting the council were
perceived to be declining resources, political uncertainty and the new business culture in
local authorities. Issues facing the department were the lack of team spirit or mission,
task management, competition for declining resources and equal opportunities. The key
tasks identified as the basis for a five year plan encompassed much basic marketing
practice:
• to develop a common mission
• to provide a co-ordinated planning framework
• to target resources where they were most necessary
• to improve management information and monitoring of performance
• to introduce a training strategy to improve management quality (Allison, 1991).
This provides a practical example of the symbiotic relationship between marketing
practice and quality management in local authority service delivery, which is discussed
in more detail in chapter seven.
241
% Leisure
UK
(n = 373)
16
10
9
9
9
6
3
5
ROl
(n=1
19
13
13
6
19
13
13
Eight years later, in 1999, the Annual Library Plan for Leicester City Libraries,
(transferred from the County under unitary status), revealed that many of the above
targets had been met to varying degrees, and were inherited by the department of Arts
and Leisure. The library plan included an analysis of strengths and weaknesses which
indicated the advantages and disadvantages of the change from county to city and
unitary status. One of the most positive strengths in a marketing context was the clear
planning process which was embedded in the departmental structure, and which was
owned and supported by staff at all levels. Set against this was the lack of consultation
with users and non-users, and a lack of a clear management information system and
methodology for benchmarking. Other problems stemmed directly from the change
from one authority to another new one; these included the difficulties over
harmonization of staff terms and conditions between those who transferred from the
County and those who were employed by the City.
The survey for this thesis revealed a wide range of perceived constraints to successful
marketing of local authority library and leisure services in the UK and Ireland which
were highlighted and explained further during case study interviews. The respondents to
the questionnaire were asked to rank constraints to marketing; those ranked as the most
important are listed in table 28. The percentage figures for constraints ranked second are
listed in table 29.
Table 28: Major constraints to marketing
Constraints ranked 1
No specific person responsible
No specific mktg. budget
Lack of staff training
Lack of mktg. research data
No increase in mktg. budget
Objectives decided by cmttee.
Lack of performance measures
Pricing decided by cmttee.
= total respondents
% Libraries
UK	 ROl
(n=139)	 (n=
24	 17
18	 33
10	 17
6	 -
5	 -
2	 -
4	 8
2	 4
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Table 29: Constraints ranked second
Lcrnstraints rankea
No specific person responsible
No specific mktg. budget
Lack of staff training
Lack of mktg. research data
No increase in mktg. budget
Objectives decided by cmttee.
Lack of performance measures
Pricing decided by cmttee.
% = total respondents
% Libraries	 % Leisure
UK	 ROl	 UK
(n=139)	 (n=24)	 (n=373)
10	 -	 8
23	 4	 9
14	 21	 12
7	 8	 11
2	 -	 4
2	 -	 3
3	 8	 5
1	 -	 6
ROl
(n=1
6
25
19
6
13
The lack of marketing personnel, organizational structure and funding were the greatest
constraints overall, (see chapter three), but lack of staff training was also a significant
obstacle to marketing practice, particularly in libraries. Budgetary constraints were
significantly higher in Irish libraries and were also ranked highly by leisure managers in
Ireland, who ranked the lack of performance measures and market research as a greater
constraint than the other sectors. This highlights the general lack of research or
monitoring processes noted elsewhere in this study in the public leisure sector in
Ireland.
Typical comments from the questionnaires included:
Post of marketing officer not yet filled.
Resource provision to meet needs is inadequate.
Service expansion politically sensitive; restriction of budget; marketing effort
diffused.
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Lack of staff to devote to active and systematic marketing.
Other difficulties mentioned by the survey respondents included the lack of clear
objectives set by the authority and the lack of awareness of the significance of marketing
amongst staff at all levels of the organization. This was especially apparent from the
comments made by respondents to the questionnaires:
Confused policy decisions relating to economic versus social policy objectives.
Management style is administration based, not marketing based.
Lack of knowledge of marketing amongst key people in council and members.
The comments from Irish library and leisure managers reflected the general situation in
relation to marketing:
A lack of clear objectives set by authority.
A lack of awareness of importance of marketing to this organization throughout
all levels of staff.
These and other constraints and influences on marketing practice are discussed in more
detail in the course of this chapter.
6.2.1 Europe and central government
A number of fundamentally significant socio-economic, political and cultural
changes over the last two decades led directly to a new approach in the management
and marketing of public sector services. In the UK these changes included the
introduction of the internal market in the National Health Service (now abandoned),
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compulsory competitive tendering (CCT), the Best Value initiative and
reorganization in local government, market testing in central government, the 1988
Education Reform Act and local management of schools. In Ireland, the Local
Government Act of 1994 instituted a strategic management initiative for local
authorities, a subsequently increased national approach to policy making for both
libraries and sport, and the creation of three new unitary authorities in the Dublin
area indicated the need for significant changes in the management of library and
leisure services.
The effect of central government policies was keenly felt by some of the
interviewees who were aware of pressures from a number of different directions. In
1998, one leisure services policy and marketing manager articulated the view that
there were two conflicting messages from the new Labour government elected in
1997; the first was based on the policy of social exclusion and the need for councils
to provide universal access to leisure, and secondly, at the same time there were
pressures to reduce subsidies and even questions as to whether leisure should be
provided at all by local government. He felt that there was no clarity of policy on
these issues, making the task of forward planning even more difficult. This echoed
a point made in 1991 by a Director of Library Services
Central government exhort you to raise income but when you get down to it
you find that there are all sorts of barriers in the way.
The frustration of leisure services managers in implementing central government
policies was also apparent at that time:
I can't do anything about central government. Central government policies
you just have to live with (Deputy Director of Leisure Services).
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As reported earlier in this study, the influence of central government over leisure
and library service delivery was increasing throughout the 1990s. By 1999,
government requirements regarding service delivery and management were
extensive, according to senior managers interviewed:
Certainly over the last two years there has been a much more prescriptive
way of doing things and that appears to be continuing.. .Even in the last
couple of weeks we have had two documents on social inclusion which are
very prescriptive about what they want us to do. I think this is the flavour of
things now (Head of Library, Heritage and Registration Services).
We are increasingly measured; our performance levels are looked at and
compared with other authorities (Operations Manager).
A major influence for change in both countries has been the effect of the European
free market agreement and European Union directives. In Ireland in particular,
European funding initiatives have had a far-reaching effect on the development of
new amenities in terms of tourism amenities, for example. The European
dimension is an important consideration when reviewing the recent development of
public sector services. The Single European Act laid down regulations that most
public procurement must be conducted through competitive tendering processes
open to a European-wide market. In addition, the European Union has an
important influence on the allocation of jobs, the levels of pay, and pension and
redundancy rights of public sector employees (Wilson, 1994). Privatisation in
European countries generally has accelerated since 1992 and has obvious
implications for strategic planning and marketing in the not-for-profit sector. The
cumulative effect of this legislation in tandem with a general realignment of
economic policies and the introduction of the Euro currency has been to develop a
market-led approach to service provision in local government.
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A customer focused philosophy to managing services is now the main influence on
services marketing in the not-for-profit sector. Sectors particularly affected by the
legislation which has created the new market led conditions, such as education,
health, social services, leisure and libraries, are turning increasingly to marketing
practices as they develop a more customer focused philosophy (Kinnell and
MacDougall, 1997). Quality concerns are fuelling this market-led approach to
managing all aspects of services, and effectiveness is now measured by user
satisfaction as much as by the efficiency of the operation. The need to develop and
demonstrate effectiveness through the provision of quality services within limited
budgets to meet customer expectations and rights, as set out in customer charters,
has provided much of the impetus behind these trends. (These issues are examined
more closely in chapter seven). Services which have traditionally relied solely on
government support through national and local taxation and which have based
service provision on long-held assumptions and traditional values have had to face
the challenges of market-place economics.
6.2.2 Compulsory competitive tendering and contracting out in the UK
The Local Government Act of 1988 required local authorities to put the management
of sports and leisure facilities out to competitive tendering. Dual use centres which
combine education and public provision were exceptions. Local authorities were
required to keep revenue accounts of all work, and still retain control over pricing,
programming and opening hours. The combined overall effect of these recent
legislative changes was to reduce both capital and revenue expenditure, which, with
the restrictions on borrowing powers, has meant a drastic limitation of the expansion
of public leisure and recreation services (Torkildsen, 1992, 195).
Local government authorities, in adopting strategies to improve the quality and
efficiency of services, were increasingly becoming enabling authorities. Since the
introduction of local management of schools and compulsory competitive tendering
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in the UK, rather than providing services directly, some authorities were beginning
to supply the resources and direction needed for outside contractors to do so
instead. This was most notably the case in leisure services but also affected public
libraries particularly in respect of school library services.
An investigation into the contracting out of public library services found that it
would be feasible, but that the library service was not prepared for CCT and there
was no "natural market for alternative sources of service provision" (Great Britain.
Department of National Heritage, 1995). The London Borough of Brent was one of
the pilot projects as part of this investigation and the first library authority to have
two of its libraries market tested. Only one external bid was received and the
contract was awarded to the in-house team (Tyerman and Verstraete, 1994).
The survey found that more than half leisure managers had no marketing plan in
1991; but the effects of CCT were already being felt and over a third of managers
reported that they had plans in preparation. The importance of developing
partnerships between client and provider played a major part in the focus on a more
structured marketing approach. Under the terms of the legislation the local
authority, while no longer the direct provider of a service, still maintained the
ultimate responsibility for the range and quality of the service for the community.
(Sports Council, 1990).
It was intended that CCT would encourage leisure managers to review marketing
strategies and redefine the services offered and the consumers they wished to
attract. The overall effects, however, were very variable. Some leisure managers
received an increase in budgets to cover the costs of management information
systems, for example, as a direct result of the introduction of CCT. In other
authorities services suffered as a result of being put out to tender. In some cases
catering and cleaning services were reduced as staff were lost after other agencies
took over the contracts (see comments in 5.2.3).
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CCT also presented serious constraints to the effective targeting of services.
Research by the Centre for Leisure and Tourism Studies found that after the
introduction of CCT only 48% of local authorities, and only 39% of London
boroughs, felt that they had kept total control over service programming. The
effect, for example on leisure provision for women, had been a big reduction in the
number of posts with a responsibility for developing women's sport. There was a
tendency to group all women and girls in a generic target group with the elderly,
youth, unemployed, people with disabilities and ethnic minorities. Contractors
appeared to be mainly concerned with increasing overall numbers rather than the
scope and range of services and facilities. (Aitchison, 1994). The needs of women
participators in sports and leisure services were also studied by Campbell (1996),
who found that provision for over 50% of the population was lacking.
This lack of provision for women's needs, for example, was proved to be counter-
productive in many cases. At Sutton Leisure Services managers found that women
only swimming sessions in off-peak times encouraged not only Muslim women, for
whom they were originally intended, but women from all backgrounds to
participate because they preferred it to the "more rowdy" mixed sessions. This in
turn led to more income generation and a financial success.
In Sutton, by 1996, the effects of CCT had been to make the leisure services
department (including libraries) more business oriented, and with a devolved budget
system each manager was under pressure to achieve results for their area. Effective
marketing was an important part of the business plan for each project or objective.
The contracts run in-house were successful because managers needed to increase
income and had to go out and actively market centres where previously they would
tend to wait for customers to come to them. By the end of the decade, CCT was
being replaced by a duty to provide Best Value (2000); while there was no
requirement for services to be privatised, Sutton Leisure Services was preparing to
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meet the new criteria as developed by the Institute of Leisure and Amenity
Management, (2000). This implied changes in service delivery and resourcing:
One of the principles of Best Value is that there will be a duty to include a
wider range of leisure services and clearly this has implications for the
Council (Sutton Leisure Services (nd., [1998?], 6).
CCT was found to have had a significant effect on managers' marketing policies
and practices in the UK, particularly in leisure services, but the business style
management processes engendered in local authorities generally also had a major
impact on library managers. Some felt that these policies conflicted with the social
value objectives of the authority. The Deputy Director of Libraries and Information
Services in Clwyd, for example, noted adverse early effects of CCT associated with
the free use of library rooms by community groups. Cleaning had been contracted
out for which a basic price was paid by library services, but as soon as any
variation in the contract was made, such as the out of hours use by groups, an
additional cost "well over the odds" had to be paid and passed on to the users. The
Deputy Director felt that this went against the authority's anti-poverty initiative:
it can actually contribute to poverty, because you actually stop certain
groups using our facilities.
Other library managers also mentioned the contracting out of cleaning and non-
core services such as binding, for example. In Leicestershire the Director of
Libraries and Information Services commented on the process:
It is possible to get some price advantage.. .you are inviting suppliers to
tender rather than simply discussing it in a rather informal way.. .obviously
they are keen to win our business and therefore there is some price
competition which can be to our advantage.
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This also indicates the early development of a business style approach to
management in libraries as a direct impact of CCT, reiterated in another comment:
We are having to respond, even though it's not compulsory in some
sense.. .there are obvious pressures for income generation as a way of
developing the service (Director of Libraries and Information Services).
In some authorities, notably Birmingham, libraries were already subject to
contracting out in 1991, and had put their book fund and other areas of spending
out to tender:
and we are getting a better level of service as a result of that (Director of
Library Services).
In 1996 the London Borough of Sutton was one of the few authorities to still have
a centrally funded school library service, in spite of having been under threat from
a revenue review process three years earlier. It was still funded by the education
department:
The Headteachers were very supportive and said we should sustain a
centrally funded service and they didn't want it delegated out; they couldn't
do it for the same price, and if anything has to go they would rather it was
the schools meals service than the school library service (Head of Libraries
and Heritage).
The effects on leisure departments and services was more immediate and resulted
in a fundamental change of attitudes and policies as explained in 1996 by a leisure
services manager from the new unitary authority of Flintshire:
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You couldn't take things for granted anymore and had to be more cost-
effective. We had to look at marketing, income and customer services.. .It
has concentrated management on marketing and promotion.
In 1991 a number of interviewees admitted concern at the poor level of
understanding of CCT and its implications amongst management. One marketing
manager described a situation where the senior management team came from a
library background and therefore had limited knowledge of requirements for the
specification for CCT:
.there's not a great deal of understanding, I think, by the senior
management of the department about what CCT means and what we ought
to be looking for from it, and that could be reflected in what happens when
the bids go in.
In this case a leisure facilities manager was initially brought in to oversee the in-
house bid but the specification was eventually developed by outside consultants. In
another leisure authority (a district council) the leisure services manager was
preparing the specification for CCT as well as the in-house bid which was later
successfully won. The specification for the service, with a resident population of
74,000, comprised a brief document setting out the general description of the
service, objectives and services to be provided. These were described in very broad
terms with the minimum of detail and lacking any further expansion or background
information. For example:
Objectives:
• to maxim ise usage of all facilities based upon both existing and new
activities for the benefit of all socio-economic groups;
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• to stage special events and promotions without subsidy;
• to publicise and promote the use of facilities and activities.
Services to be provided:
• marketing and promoting the activity;
• collecting and accounting for fees and charges;
• maintenance of grass (excluding sports pitch);
• supervising the sport or activity.
There was no information provided as to marketing policies, planning or practices
and no mention of or requirement to keep records of usage figures, conduct
research or user satisfaction surveys. The extent of marketing knowledge and
orientation of service managers and local authorities is examined move ful 1 y in
section 6.3 below.
The tendering process at Brent libraries involved the application of several
marketing principles including:
• research into customer needs;
• attracting new customers;
• a service review and costing programme;
• research into the competition;
• developing a clear service identity and maintaining a high public profile;
• service developments and improvements
• creating a partnership and developing good communications with the local
authority;
• developing a quality assurance framework to ensure evaluation and monitoring
procedures (Tyerman and Verstraete, 1994).
Managing the changes made necessary by CCT, and specifically the relationships
between client and contractor, was another longterm concern affecting marketing
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planning and implementation. One Deputy Director of Leisure Services described
how one of his most difficult jobs was to change the culture of the organization as
required by CCT:
• . .to actually get them (facility managers) to come to terms with the
radicalness of the change and become business oriented without taking them
too far down that road.
Facilities managers with business backgrounds who had never really understood the
local government culture or community recreation needs, saw CCT as an
opportunity to get back to purely business practices and raise prices to keep out the
"long-haired yobos", as one manager described them. Maintaining the ba1ance
between providing a community recreation programme with pricing to attract
targeted groups, and at the same time, running the service on commercial cost-
effective lines, was a challenge for most managers in leisure and library services.
The problems caused by this situation made relationships between client and
contractor within local government difficult in some authorities. The working
relationship between the two directly impinged on the effectiveness of the marketing
plan:
It causes more debate and argument within the department than any other
organizational matter, because they come from two very different
perspectives (Principal Assistant Director Leisure Services).
One leisure services manager did not agree with the basic tenets of the policy
behind CCT, and felt that private sector business practices did not always provide
all the solutions for the management of local authority services. He had frequently
encountered private companies tendering for contracts with no knowledge of
254
quality assurance, health and safety, equal opportunities or basic management
principles:
If that's the quality of the British private sector, then I'll back the public
sector (Deputy Director Recreation and Arts Department).
This manager felt strongly that the public leisure sector had a lot to be proud of in
its achievements and had developed many good initiatives. He argued further that
there was, however, a tendency to be isolationist and it was necessary to go out and
find examples of best practice in other sectors and adapt it for use in one's own
authority. Another problem associated with private sector models was the lack of
political dimension they offered, which was extremely significant within the
planning, implementation and evaluation processes of service delivery. The
implications of these issues are discussed further in the sections below.
Several managers expressed doubt as to the extent of the cultural fit of CCT with
local authority service delivery. While the aim of the direct service organizations
was to maximize income and reduce costs, a feeling persisted in leisure services
departments that they were doing this at the expense of quality service delivery
resulting in internal friction:
The key is in setting the specification correctly as to what the level of
service should be. But if the client has not got the money to afford an
improvement in the service, then there is no way the contractor can deliver
it at its own expense (Principal Director Leisure Services).
Competing with the ever growing private sector of health and leisure clubs, fitness
suites and health farms, was an increasing problem for local authority leisure services.
Public libraries also had competitors in other academic libraries and increasingly in the
larger high street book shops where customers could browse and read books while
255
having a cup of coffee in the in-house café/restaurant. Library services were also
competing with local authority information services for citizens, local and global
information on the Internet, and voluntary and government information centres such as
Citizens Advice Bureaux, Youth Services, and Business Links. As discussed earlier in
this study, providers of library and leisure services in the public sector also had to
contend with far more complex social and financial objectives than their counterparts
in the private sector, whose main aims were profit-oriented.
6.2.3 The political environment and local government reorganization
Managing change in local government services was a challenging and often
frustrating task for many library and leisure managers in the 1990s, particularly in
those authorities undergoing local government reorganization (LGR). As already
noted in preceding chapters, the unpredictability of change in the political, social
and economic climate has compounded the difficulties of strategic marketing
planning and service delivery. By their very nature local authority services are
subject to changes of direction at every local election. This can even be the case
when one political party is in power for a sustained period of time, with changes in
personnel and in-fighting between different factions within the party. In Leicester,
for example, there had been stable Labour control for a long period but changes in
leadership and turmoil within the local party had meant significant changes in
approach, and decision making for services was problematic. This was compounded
by the changes involved in preparing for unitary status:
This makes it impossible to develop plans; we have to work within broad
frameworks until after May (1996) when the shadow authority is elected. I
don't know what will happen till then, and then it will be all a mad panic to
get it sorted out (Principal Assistant Director, Leisure Services).
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Hung councils also presented problems for service development as, for instance,
when the Assistant Director of Leisure Services, Arts and Libraries in Sutton
wanted to introduce Sunday opening in libraries:
We've had two votes in the council. The first one was lost by one vote
because a (Liberal) Democrat member went to the loo when they had the
vote; the second one was lost by two votes.. .but now since last May (1991)
the Democrats have a large majority and we think it will happen.
Long term planning and marketing of services was also affected by the transitory
nature of changing political powers, as in one case where the establishment of a
newly converged leisure services department was bitterly opposed by the party in
opposition which threatened to dismantle it when they gained power:
.anything that goes through committee obviously will be picked out by
them and they'll say you are wasting £X000s on marketing or whatever
because in their view a leisure department is not needed.. .and it just goes on
and on and on; so we're here trying to ignore it and get on with our jobs,
but it's obviously there on your mind all the time... (Marketing Manager).
Managers of services in authorities facing unitary status had very little time to
devote to marketing, and many of the initiatives developed by library and leisure
services were lost in the turbulent changes it entailed. Of the case studies for this
survey, the authorities of Clydesdale Leisure and Library Services and Alyn and
Deeside Leisure Services were subsumed into much larger authorities. Clwyd
Library Authority was split up between the new unitary authorities established in
north Wales, and Leicestershire Libraries and Information Services lost the city and
Rutland libraries to new library authorities.
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The period 1995-1999 was marked by fundamental changes in political and
organizational management in these authorities. In 1995-6 the Director of
Leicestershire Libraries and Information Services did not know what degree of joint
operation there would be between city and county:
there ought to be an element of joint operation there because it (the central
library) obviously serves an area much wider than the city. I think the city
understand that, but at the end of the day it is their decision whether there is
any joint working.
This was a difficult time in those authorities affected in terms of mar(ceting and
planning services and some feelings of bitterness and regret were expressed:
it will be difficult to avoid some negative marketing if people who live
outside the city aren't going to be able to use the city libraries... Although
we tend to think of most elements of LGR as fairly negative - breaking up
something we have spent 20 years building together - nevertheless there will
be positive features that we can market (Director of Leicestershire Libraries
and Information Services).
During the preparation period before unitary status was established, a set of joint
arrangements were negotiated between the County and the new City library service.
These arrangements were subject to service level agreements and for an agreed
period of time. The joint arrangements which were made for pragmatic, operational
and cost effective reasons, involved:
• library services for education
• information systems (joint computer system)
• services to prisons
• bibliographical services (joint catalogue)
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• transport services
• stock supply.
It was felt, at the start of unitary status for Leicester, in 1997, that these
arrangements offered the best value for money and were subject to continuous
monitoring to inform evaluation of their success, while providing sufficient
flexibility in planning future developments (Leicester City Libraries, 1999). By
2000, there were increasing doubts as to the continuation of some of the joint
arrangements, particularly on the part of the new City Library Service. While at the
time of local government reorganization there simply was not the time or resources
to build separate services, as the two services developed, it was more and more
apparent that the city and the county had different agendas as well as different
communities to serve:
You can see that as policies develop, and the direction they go is different,
then there is no longer the same reason to stay together and it becomes
increasingly difficult to do that. I think we will have far fewer joint
arrangements and, in two or three years time, I suspect they will be very
limited. (Operations Manager, City Library Service).
These changes in joint arrangements would be very much subject to best value and
cost effectiveness, however. Bibliographical services for example were important to
maintain, specifically the joint catalogue; it was very convenient to have one set of
information covering the city, county, and Rutland as well. Such arrangements
would be counterproductive to disentangle. But, in terms of planning and control of
the agenda, problems had arisen:
Frankly,.. .we have had problems with paying lots of money but not having
sufficient influence with what happens with those joint arrangements. That is
one of the key reasons why we want out - we don't think we are in control
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of our own destiny which is a serious problem (Operations Manager, City
Library Service).
In north Wales in particular, boundaries were substantially redrawn in 1996 with six
new unitary authorities created from the previous two library authorities of Clwyd
and Gwynedd. In each case library services became part of a larger department, in
Ciwyd it was Culture, Leisure and Libraries, in Flintsh ire it became part of the
Education department, in Denbyshire it was part of Education, Culture and
Libraries, in Conwy it became part of the Secretary's department, in Gwynedd it
became Libraries, Records and Culture, and in Angelsey part of Leisure and
Culture. The district leisure authorities were divided up between the new unitary
authorities and Alyn and Deeside (previously in Ciwyd) became part of Flintshire.
In the case of leisure services, LGR combined with severe budget restraints had a
serious effect on marketing strategies and practices. The need to restructure and
redefine roles and budgets within the department meant little time, energy or
resources for marketing leisure services in the new authority:
Severe budgetary constraints mean that even the corporate marketing budget
has all but disappeared. It will take a long time over the next three or four
years before things are settled (Leisure Services Officer, Flintshire).
In this authority, just a few months before the new council took office in May
1996, ten newly created posts had already been cut, including the marketing officer.
It was hoped to employ a part-time marketing officer sometime in the future, but it
was taking time to adjust the finances for the new authority. The leisure services
department were allocated just £2000 for advertising, but no overall marketing
budget.
The long period of preparation and restructuring for LGR meant that senior
managers had little time for anything else and marketing initiatives and policy
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development was neglected in most cases. Speaking in 1996, just before the new
unitary authorities in Wales were in operation, the following comments were made
by senior managers:
There has been static development over the last few years in marketing
(Leisure Services Officer, Flintshire).
Since then (1994) everything has been very much cut across by the LGR
process, in particular senior officer's time such as my own has more or less
disappeared into LGR and negotiations (Director of Wrexham Culture,
Leisure and Libraries Department, previously Deputy Director Ciwyd
Library and Information Service).
In some cases this period of turbulent change was extended well beyond the creation
of the new authorities. In South Lanarkshire, for example, the upheaval of
establishing the new local authority in 1996 was followed by a period of
fundamental reorganization which led to a new department of Community
Resources being developed from a number of previously separate departments
including commercial operations, leisure services, public protection, roads and
transport and parts of community education:
The purpose of this new arrangement is to create a structure more
appropriate to internal partnership and shared objectives, to remove various
areas of duplication that had begun to emerge and to conduct management of
services in a way that provides maximum efficiency, responsiveness and
Best Value to customers (South Lanarkshire Council, 1998).
The new Policy and Marketing Manager was responsible for policy and marketing
in all areas of community services, while libraries were part of the education
department with one officer responsible for marketing with a very limited budget:
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.there has been constant change since reorganization; and we are still in a
limbo state since structural reorganization in 1997.
One of the frustrations for the new marketing manager was trying to coordinate
practices from the old authorities which still tended to adhere to previous marketing
activities. There was a reluctance amongst centre managers to change over to the
new structures. The budget was also very limited and still divided up between the
centres; it would have to be reallocated and used centrally to run the policy and
marketing section. The marketing strategy had been delayed until a leisure strategy
had been developed first. A good start had already been made with an extensive
service review and the publication of a detailed service statement (South
Lanarkshire Council, 1998).
Other types of reorganization, although not so fundamental, had also proved
difficult in terms of marketing processes. In Birmingham the three existing
departments of Libraries, Museums, and Recreation and Community Services were
converged in 1994 to form one new department of Leisure and Community
Services. Previously each division had their own marketing and public relations
personnel which were merged under a new marketing function for the whole
department. Libraries had a high investment in marketing, in contrast to other
departments before convergence, and these resources were now redistributed across
the department. This had generated new pressures in terms of budget cuts, and
changes at the highest levels of management. However, convergence also meant
increased recognition of the role of marketing with supportive management and a
new marketing unit of 14 staff.
Positive outcomes of LRG in terms of marketing strategies were evident in
Wrexham where the new Director of Culture, Leisure and Libraries felt that:
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The inclusion of libraries in different groupings now actually opens up
enormous possibilities in terms of marketing and publicity.. .One of the
pluses is that to enable us to do that I have created a post of marketing
officer within my department.
This new post would facilitate marketing development and initiatives across the
three main areas of the department, creating new opportunities to develop
marketing practice in a cross-sectoral approach:
This is one of the areas where you can say LGR has helped the process. It
has been able to free up bits and pieces of resources from across different
services elements to bring them together to improve it. Not just for the post
of marketing officer but . . .a budget to enable them to do something with it
(Director of Culture, Leisure and Libraries).
This Director felt that the reorganization was a positive move which would benefit
libraries, for example, by facilitating the joint marketing of cultural activities and
library resources, and the use of events such as an opera week to involve concerts,
library music collections, and schools. The linking of activities such as athletics
coaching and the relevant information support in libraries provided further
opportunities for marketing initiatives:
So in that sense I think there are great possibilities. The library can help
support more fully activities elsewhere and therefore win friends and
influence people.
6.2.4 The influence of elected members
The case study interviews and the comments included on the questionnaire
responses indicated that the influence of elected members was very significant in the
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management of local authority services. As research by Usherwood conducted in
the late 1980s shows, the influence and importance of party politics in library
committees, and hence the management and planning of services was increasing:
In these circumstances it is increasingly important that public librarians are
politically aware and that those with strategic management responsibilities
develop skills that enable them to function effectively in the political arena
(Usherwood, 1992, 380).
The research conducted for the present study provided some indications that
political awareness was increasing and senior managers were gradually becoming
more politically adept. The relationship between members and library and leisure
officers was a major factor in the processes of dual marketing necessary in the
modern competitive market place of service provision. One leisure services
manager saw it in terms of keeping the balance between the customer orientated
approach "from the bottom up" and "the top down statement of aims and objectives
which is what the members want". This manager viewed the committee structure as
of limited use to officers in comparison with informal and formal meetings
conducted in the background to prepare members for the main committee meeting:
.the formal committee meeting will not in the future be a hindrance.. .it will
all be done behind the scenes as to what decisions are made. So we're in a
very different framework.
In order to gain support for the new leisure strategy document he felt it was
essential to "move into a political dialogue", and had arranged a series of meetings
with the Chair of the committee in order to discuss how the strategy matched the
political priorities so that it could be re-worked:
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• . .so it then becomes a composite contract between officers and members
(Deputy Director Recreation and Arts).
Another librarian stated that his approach was to establish a social and professional
relationship with politicians to facilitate discussion "in the abstract" about key
issues, for example, new service developments. In this way the political views and
priorities would be assessed and the strategy for formal discussion and
implementation developed accordingly. Another Deputy Director of Library
Services used a similar approach and had never been refused permission to develop
a new service:
It is part of our job as senior management to actually know our councillors
and prepare them for certain developments, sometimes over many years, so
when you get to a certain position it's not news to them.
This evidence confirms Usherwood's findings that the committee was no longer the
main forum for decision making:
Increasingly this is to be found behind closed doors of pre-agenda meetings
and offices where the chief officer and chairperson discuss and debate the
content of a report prior to it going to committee (Usherwood, 1992, 375-
6).
As Laffin and Young found, this relationship, once developed, was mutually
beneficial:
Members find they often need a chief officer with whom they can discuss
the specifics of frontline professional practice (Laffin and Young, 1990,
112).
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Nevertheless, the interviews conducted for this research revealed many library and
leisure service managers who were doubtful as to the knowledge and contribution of
elected members to service management and marketing in particular. A comment
that was made several times referred to the fact that libraries (and leisure to a lesser
extent) were not politically high profile and that there were no guidelines for
members on what libraries should be achieving. An example of the importance of
political awareness and ability to educate and influence politicians was provided by
one chief librarian who had succeeded in altering the view of the Chair of library
committee as to the value and relevance of library services:
And he is now much more willing to come to visit libraries, and he is much
more interested and supportive. I still say he is afraid of some of our
professional stuff, but he does get involved and comments on what we're
doing and makes an impact (Director of Library Services).
The significance of the dual marketing approach was emphasized by another library
manager who described the importance of the chief officer's ability to inform and
persuade members, especially in areas of funding and increased resources:
It's dependent upon the political directive, it's as simple as that. It depends
on how persuasive the chief officer responsible for libraries is in influencing
the corporate project. That's it.
The need to educate and inform members as to new income generation initiatives
and trends was sometimes difficult even in a time of economic constraint. There
was still a feeling amongst some members that libraries had to be kept apart from
such pressures, as one librarian discovered on trying to introduce the idea of library
shops in 1995:
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Members get quite wound up about libraries - libraries are special and
shouldn't be tainted by all this grubby commercialization! And yet museums
have been selling things for years. I think it's one of those ideas that they
will get used to (Director of Libraries and Information Services).
The extent of awareness and knowledge of marketing principles and practices
amongst members was beyond the scope of this study but was referred to a number
of times by interviewees in the case studies. Members' lack of support for
marketing was one of the constraints mentioned most frequently by respondents to
the questionnaire in their own comments:
Virtually no support from members (Chief Librarian).
No defined member objectives (Library manager).
Lack of knowledge of marketing amongst key people in council and
members (Leisure services manager).
Members' political views somewhat at odds with a marketing culture
(Leisure manager).
Several managers expressed the view that few members had an understanding of
marketing and did not see any value in relation to libraries or leisure services.
Whereas some members did have business backgrounds, these were often on a
small scale and they lacked the experience of running a large multi-faceted
organization with widely dispersed centres or branches comparable to library and
leisure services.
The development of ICT, and specifically the increasingly widespread use of the
Internet, afforded more opportunities for library services in particular to develop
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relationships with politicians. By 2000, both Sutton and Leicester library services
had won agreements to develop websites for their respective councils. This would
imply working more closely with departments across the authority to promote and
provide information about all services to the community.
6.2.5 Budgets and resourcing
As already mentioned, funding was one of the main constraints to marketing in
local authority library and leisure services in both the UK and Ireland. The lack of
resources for market research in libraries in particular, and the cutting of
marketing posts and training opportunities were all significant factors in the low
level of marketing practice in the UK.
Local authority leisure and library services are provided in order to meet a set of social
objectives. Nevertheless services must still operate within the overall budgetary
constraints of the authority, and therefore commercial considerations cannot be
ignored. As Torkildsen (1992) explains, there is a charging continuum which ranges
from the social service approach, where no charges are imposed for the core service
(parks, libraries and community centres) to the commercial approach where a profit
can be made, including catering, publications, photocopying, squash courts, indoor
tennis, and sun-beds.
Some authorities contacted were seriously considering alternative ways of providing
leisure facilities and library services through charitable trust status, increasing the
income generating services, and developing joint initiatives with the private sector.
Healthy living centres run by a charitable trust were another alternative under
consideration by one authority. In this case non profit making services could be
directly targeted at deprived areas and a joint council/private venture could provide
profit making leisure centres in more affluent communities. The prices would be kept
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just under commercial competition levels and schools would be assured of having
access to swimming pools:
.the public would just have to take their chances (Marketing Manager).
A number of different options were actively being considered by the new South
Lanarkshire authority in 1998 where all services apart from education and social
services had just received a cut of 8%:
Senior members are not averse to these ideas any more: there is no choice as we
have our backs against the walls financially (Policy and Marketing Manager).
Several senior managers referred to the comparison with other larger and more
politically sensitive departments in local authorities. Where libraries were part of leisure
services they would always be part of a smaller department:
• . .and as such within the political process of reducing budgets, the voice of
education or finance will always be greater than that of leisure or libraries, and
as such you tend to do better as part of a bigger organization, particularly
education (Assistant Director of Leisure Services - Libraries and Arts).
The need to prove the value and importance of leisure and library services in order to
compete effectively for resources in local government was another aspect of the dual
marketing approach stressed by the marketing manager at Birmingham Leisure and
Community Services:
Leisure Services is competing alongside other departments in budget rounds,
and leisure often comes off badly because it is seen as perhaps frivolous. We are
therefore trying to communicate the value and importance of services to
members.. .Increasingly now members are having to make very difficult choices
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and you can't blame them - they have pressures to maintain and increase the
services which are important to their policies.
In 1999, planning ahead for effective service development remained problematic. While
the government recommended that local authorities work on a three year planning cycle,
resourcing levels were only announced on an annual basis:
You have to put a costing saying "if resources allow". You can't commit
expenditure that has not been agreed. All you can do is flag up what you want to
do. This is what these business plans are for. (Head of Library, Heritage and
Registration Services).
6.3 Organizational culture and marketing orientation
The reorganization of local authorities in the UK, resulting in the division of many
large library services into smaller units and vice-versa for leisure services,
combined with the new market environment for public services, meant the need for
substantial development and reappraisal of marketing policies and practice in each
area. A greater emphasis on customer orientation was essential in order to sustain
the long relationships with users which had been developed over many years. Other
related factors affecting the development of a customer centred approach included
the degree of marketing orientation in the service, the organizational culture and the
attitudes of staff.
The survey attempted to gauge the perceived value of marketing in library and
leisure authorities by asking respondents to rate the degree of importance given to
marketing services by the local authority generally (ie. members/senior
management). This was done by means of a Likert scale as shown in table 30.
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Table 30: Perceived value of marketing in local authorities
- Value of marketing	 %
UK
Essential	 18
Very important	 19
Important	 36
Not particularly important 	 19
A waste of resources 	 -
Not specified	 8
% = total number of respondents
Libraries	 % Leisure
n-139) ROI(n=24) UK(n-373) ROI(n=1
25	 35	 19
8	 18	 6
33	 25	 13
17	 17	 25
-	 1	 6
13	 4	 31
The results were disappointing, particularly in public libraries where only 18% of
respondents considered that marketing was perceived as being essential by their
local authority in the UK and 25 % in Ireland. Even in UK leisure services where
marketing might be seen as being of vital importance following the implementation
of CCT, only 35% felt it was considered essential. The positive responses are
improved when taking account of authorities where marketing was "very
important" and "important", but given the clear lead by government and an
emphasis on business like management methods, in the UK particularly, the results
were discouraging. Comments made by respondents in UK leisure services
highlighted the impact of CCT and the resulting improvement in the recognition of
marketing (26% of comments made), while some felt that marketing was only
considered essential by the leisure services department itself (12% of comments).
While 17% of comments stated that marketing awareness was improving, a further
14% said that it was considered important but there was little or no resourcing.
Further comments made by leisure managers highlighted other constraints:
Marketing is perceived by many as a waste of resources and of no
importance. However things are changing.
Moving from minimal unstructured marketing to market led philosophy.
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Pressure of budget cuts means resources being targeted at keeping services
open rather than marketing them. This is short sighted, but no immediate
prospect of change.
Politicians view marketing as dead money but this attitude is changing.
A correlation analysis showed that 85 % of those authorities where marketing was
not perceived to be particularly important by managers had no marketing plan for
libraries (see Appendix B).
The majority of comments made by chief librarians (49%) referred to the recent
improvement in recognition of marketing awareness, but there was still considerable
concern as to the poor level of understanding of marketing in local authorities:
Politicians do not seem to have grasped either its importance or the need for
funding.
Individual departments and councillors regard marketing as a priority which
is not always matched by allocation of resources.
Still a considerable gap between what we say and what we do.
Members refuse to understand what marketing is, therefore they choose not
to support a long term commercially viable marketing strategy.
Some managers, however, as discussed above, felt it was important to change these
perceptions and saw part of their role as:
.educating politicians and other officers and departments (Director of
Birmingham City Libraries).
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The Deputy County Librarian at Ciwyd felt that the library service was leading the
way in the authority in its marketing of services and had a role to play in
influencing change across other departments. However, not all managers were
interested in the perception of marketing in the authority as a whole and did not see
any relevance in other departments' marketing activities:
We've kept right out of the way in relation to their marketing strategies;
you've got to prioritize your time. I do get involved in the Council's
Customer Service Working Party because I'm interested in that, but in the
main I just try to keep out of what I call the working party syndrome
(Deputy Director of Recreation and Arts).
The same manager, however, had noted a lack of awareness of marketing principles
in the authority generally:
There are a lot of people in local government who suffer a lot of problems
with the term "marketing". They just don't understand it. They see it like I
used to see it, as selling cans of beans, and the advert on the telly.
In Ireland local authorities were generally not marketing orientated, and without the
market place culture, lacked the impetus or infrastructure for strategic planning
processes:
In terms of local authorities, marketing has not been emphasized - they
relied on the local catchment area (Manager, Loughlinstown Leisure
Centre).
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The overall impression gained by the research was that most Irish leisure and
library service managers interpreted marketing purely in terms of promotion,
reflecting the lack of marketing orientation of the authorities themselves:
The council are supportive of promotion, but are more reactive than
proactive. They are always available to go on the radio if asked, but are not
proactive enough - this is due to lack of time and lack of vision or planning
ahead (County Librarian).
The report produced by An Chomhairle Leabharlanna (the Library Council) in 1999
stressed the importance of a market orientated approach to library service delivery,
and recommended the use of outside expertise when required, or alternatively, staff
training and development in marketing skills. The lack of a market orientated or
customer focused culture in Irish local authorities had hampered the implementation
of relevant marketing principles and practice in public libraries (Chomhairle
Leabharlanna, 1999).
The organizational culture of the authority was also seen as a constraint to effective
marketing practice by several service managers who noted a general reluctance to
change and to accept new structures or ideas:
.there seems to be a general atmosphere that we don't want to change
things particularly and so you've got to do quite a selling job on ideas
sometimes (Director of Libraries and Information Services).
One marketing manager in Scotland brought in to the public leisure services sector
from the private sector found the level of marketing awareness and practice to be
"appalling" in 1998. He felt that years of work were necessary to change
entrenched attitudes and organizational culture in this respect:
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I can't understand why we have multi-million pound facilities and no money
is put in to promoting them - it is absolutely nonsensical.. .Either Best Value
or the Scottish Parliament will force the issue to a certain extent, or you will
have to continue chipping away at the culture till you get somewhere.
It was evident from talking to a number of marketing managers and personnel that
the organizational culture and lack of marketing orientation affected their ability to
function effectively. While very few qualified marketing staff had been appointed
by library and leisure services in 1991, and usually only then by the larger
converged directorates, they were often frustrated by the organizational structure
and lack of management awareness of marketing principles:
When I came I very much found that the marketing section was used as a
print factory for churning out posters all day long and not really doing any
marketing. So I've been trying to work my way into the main stream of
decision making at strategic level and get a voice through the senior
managers.. .What I'm keen to do is to get more of a shout for marketing
rather than just being told to get on with promotion.. .It's not quite knowing
where the goal posts are.. .(Marketing Manager, Leisure Services).
In another authority the publicity and marketing officer commented on the lack of
sufficient involvement in the planning and evaluation processes of the library
service, which meant that effective marketing was impossible:
• . .we are often not involved from the beginning of things. The user survey
(conducted externally) - we should have been pulled in when the results
came out and our whole budget that year should have been aimed at filling
the gaps and faults they found. There doesn't seem to be any activity like
that. It is the same with stock promotion - we have ideas to do stuff but
people don't buy the stock or the stock is brought in and we're not told
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about it, and it is too late then to do a promotion on it because it's just gone
in amongst the stock of the libraries.
In contrast, the organizational culture in Birmingham city council was one of an
actively corporate approach to marketing and all departments were expected to
adopt similar practices. The Director of Libraries was keen to raise the profile of
the library service:
We are responding to that corporate drive and that corporate image... I don't
think it was in the culture of this department until a few years ago, that you
really did go out and take a proactive approach in the way that we are doing
now.. .We are rapidly trying to catch up.
In Leicester, three years after local government reorganization, senior library
managers were adapting to a total change of organizational culture in addition to
coping with new management structures and practices. There had been a lack of
working with other services, across sectors and geographically. This was described
as having a "substantial impact" on the service, by one senior manager. Whereas
the library service was used to developing such networks of mutual benefit:
• . .that is not a culture that has been developed [in the city] - there are lots of
pockets of services. At all sorts of levels that has made it quite difficult
(Operations Manager, City Library Service).
By 1999 library managers were beginning to develop networks with the community
services and youth services at local level.
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6.3.1 Communication and empowerment
The importance of good communication both within the organization, between staff
and managers, and externally between the authority and their public, was
highlighted in a number of ways throughout the research. Some of these issues have
been referred to in previous sections of this work, but it is important to stress the
significance of communication in this context as a major influence on marketing
practices. There was some evidence of increased development of proactive
consultation processes and empowerment of local communities in UK local
authorities over the period of the research.
In Leicester, in 1991, the in-coming deputy director of the recreation and arts
department conducted a SWOT ana(ysis which gthgted w kesse
department including management information, marketing, team work, distrust and
lack of understanding. Poor communication within the department was evidenced
by the amount of procedures and paperwork at the expense of verbal contact.
Effective management and increased confidence and mutual trust was seen as one
method of overcoming these barriers. The lack of a real corporate identity or image
for the department was seen as another weakness undermining the effective
marketing and communication of the department to the public. Suggestions to solve
this problem included a change of name, a new logo and consistent themes running
through publicity materials to link together the various activities of the department's
work.
The subsequent strategy document Leisure in Leicester 2000 provided a clear
framework for the development of leisure services and improvement of management
and marketing practices (Leicester City Council, 1991). Improving and maintaining
customer service was an essential part of the strategy and implementing the
customer care code formed a vital component. Clear procedures as well as effective
management and motivation for all staff was the framework within which quality
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service for customers would be achieved. Staff development and training, support
from managers, good communications, involvement in decision making, delegation
of responsibility, and equal opportunities formed the major part of this new
approach. Total quality management would be achieved through positive teamwork
and the involvement of all staff in reaching the Department's objectives. (Quality
issues are examined in chapter seven).
In 1998 the new Arts and Leisure Service Plan for Leicester placed strong emphasis
on public consultation, identifying needs, and empowering residents:
.it is expected that the expression of local people's views, gained from
extensive consultation and market research will be an essential element of
this plan in future years.. .Local people will be aslcecl What they fee about
current provision, what is missing and how they would like to see arts and
leisure services develop in the future. We will set clear priorities for the
development of services based on this information (Leicester City Council
Arts and Leisure, 1998, 31).
However, by the end of 1999, the City Library Service had not yet developed its
own consultation methodology within the Council's overall policy. The Library and
Information Service already participated in the Arts and Leisure Department's
comments and complaints scheme which had recently been re-launched. A major
survey of user and non-user perceptions of the service was planned as part of a
comprehensive review and analysis of performance indicators. The implementation
of Best Value would also ensure the development of public consultation processes
(Leicester City Libraries, 1999).
The importance of a good relationship between local authority policy makers and
senior officers has already been highlighted. This was particularly important in
communicating with the community at whom services were targeted. In the London
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Borough of Sutton the council was strongly committed to the communication and
implementation of its core values. The Leisure Services Department marketing
policy reflected closely the objectives and values of the council which provided a
helpful framework for planning and targeting particular community groups, such as
refugees. In this way the council supported departmental programming and potential
conflict was avoided.
Direct communication with local communities was also an important part of
Sutton's marketing practice by 1996. Consultation with users of local parks, for
example, was regularly conducted through locally held meetings involving senior
management to measure community satisfaction and identify problem areas like dog
fouling. This was followed up by establishing Friends' organizations for each
facility which, though time-consuming was very valuabe as a marketing too) in
terms of feedback and public relations:
Much more of that takes place now than five years ago. I am going to one
tonight where we are actually consulting with the residents about what they
want in their new park. You get some quite good results, things you would
think they wouldn't want like facilities for teenagers (Director of Sutton
Leisure Services).
The development of Friends of the Library groups had increased in Sutton by 2000.
Following the example of American public library practice, these groups organized
a wide range of activities including fund-raising events to raise money to improve
local library facilities, and involvement in planning a new library building. A
consultation group aimed at improving access to libraries for disabled people
provided a forum for views, advice, an information service, and practical he)p; this
group was entitled PALS (people's access to libraries in Sutton).
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6.4 Summary
This chapter has shown how constraints in the development of marketing practice
frequently originated in the general lack of corporate marketing orientation in local
authorities themselves. As the comments by managers indicated, the survey showed that
the level of awareness of marketing strategies and practices was very low and they often
received little support from elected members.
This situation, which is not restricted to the not-for-profit sector (Smith and Saker,
1992), was exacerbated by the transient nature of the political and economic
environment, particularly in the instances where authorities were undergoing
reorganization, which made continuity of strategic marketing planning very difficult, if
not impossible, to develop and sustain. This was especially relevant in relation to
policies of targeting and service delivery. However, the advent of CCT arid ¶aThT et
Value in the UK, combined with the subsequent pressure of market forces, provided a
strong incentive for change in both leisure and library services in the UK. In Ireland the
introduction of the strategic management initiative and other quality initiatives in local
authorities heralded a new approach in public service delivery.
The greatest constraint to effective marketing was the general lack of marketing
orientation in local authorities. While there was much discussion of customer care
policies and promotional activities, there was little strategic planning or evaluation of
services. Examination of the documentation supplied by authorities together with the
questionnaire data and the case study interviews, indicated overall a disappointingly low
level of marketing expertise amongst senior managers in both leisure and library
services in both countries. Where qualified marketing staff were employed they were
frequently frustrated by a lack of awareness of marketing principles and appreciation of
the need for change on the part of both politicians and senior officers. By 2000 it was
too early to measure the effects of Best Value implementation, but there were clear
indications, from some annual library plans, that awareness of marketing principles and
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and practices was increasing. The implications for quality service delivery and staff
training in local authorities is examined in chapter seven.
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Chapter Seven
Quality issues and implications for staff training
7.1 Introduction
Public accountability, consumerism and decentralization have reflected the drive
towards a market led approach in the provision of public services in recent years.
The publication in the UK of The Citizen's Charter set out the rights of the public
to "expect high quality services, responsive to their needs, provided efficiently at
minimum costs" (Citizen's Charter Unit, 1992, 5). The introduction of marketing
practices in public service organizations is based on the assumption that the quality
of services will thereby be improved, as shown in the Charter Mark initiative (Great
Britain. Cabinet Office, 1992). In Ireland a programme for the reform of local
government was also based on the concept of the customer orientated service:
While there have been many worthwhile measures to improve the quality of
services provided by local authorities in recent years, action is now required
to widen and deepen the concern to meet the needs of the customer. This
Programme, therefore, seeks to promote the development of fully customer-
oriented services in local authorities (Ireland. Department of the
Environment and Local Government, 1996, 34).
The basic marketing principles of consistent quality service delivery, regular review
and evaluation, and customer orientation, as discussed in this study are, as shown in
other research studies, basic requirements of quality management. (Brockman,
1997, 23). The need for quality provision of goods and services is in direct
response to the growth in consumer power and choice - it is essential to ensure
customer satisfaction and loyalty through continual research, monitoring and
evaluation processes:
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The shift to market economies throughout the world has likewise helped to
provide a focus on delivering products and services which the market (i.e.
the customers) want. Viewed in this light, quality management could be seen
as a realignment of the marketing function, but in fact it is much more,
involving every managerial and operational function of the organization. In
the public sector, developments such as market testing, compulsory
competitive tendering and the Citizen's Charter have all helped to move
services towards a focus on quality management. Such shifts are set to
continue (Brophy and Coulling, 1997, 35-6).
A definition of quality management was provided by Feigenbaum (1991) as being:
the total composite product and service characteristics of marketing,
engineering, manufacture, and maintenance through which the product and
service in use will meet the expectation of the customer.
Until the 1980s quality management was associated purely with industry and
manufacturing businesses when it was adapted by public services like British
Airways and British Rail to improve customer focus and employee involvement
and, therefore, profit margins. In the UK pressure to introduce quality principles in
local government and the public sector developed from several areas associated with
the general emphasis on market forces and business style management:
• competitive tendering
• measuring performance
• financial constraints
• comparison and competition with the private sector
• customer focus and consumer empowerment (Brockman, 1997, 17).
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These factors have been discussed during the course of this study in relation to
marketing principles and practice, and indicate further the symbiotic nature of the
relationship between marketing and quality management principles. The extent and
rate of implementation of quality management in libraries is not within the scope of
this work and has been covered in research conducted by Brophy and Coulling
(1997), Milner, Kinnell and Usherwood (1997), and Garrod and Kinnell (1997).
The application of quality management in leisure services was described by
Mosscrop and Stores (1990) and Torkildsen (1992).
The challenge of public sector marketing is to overcome the historical lack of a
customer-centred culture and to encourage the growth of objective setting anO
evaluation. As demonstrated in chapter six, one of the persistent dangers of the
competitive market-led environment is the tendency to overlook the specific needs
of customers in the compulsion to improve efficiency and reduce costs. In public
sector services there are many obstacles obscuring the way to a truly customer
focused culture. These may be of political origin, ranging from the interference or
dominance of central government to the conflict between local political wrangling
and management policies. The need to ensure cost-effectiveness at the expense of
quality is a strong pressure on many organizations and may often result in
unsatisfactory short-term plans which reveal a lack of commitment. This chapter
discusses the level of customer orientation as exhibited by library and leisure
managers, and the implications for quality management implementation in library
and leisure services. The importance of developing relationships and
communications with users, the evaluation and monitoring of services, and staff
training are examined as vital components of quality practice. The data are provided
by the questionnaire responses and particularly from the case study interviews and
documentation submitted by participants.
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7.2 Total quality management and marketing
Quality management is valuable in the not-for-profit public and voluntary sector as
it focuses the organization's attention on identifying and satisfying customer needs.
Total quality management (TQM) was traditionally a tool of statistical quality
control in assembly-line factory and similar processes, but the principles of TQM
and continuous improvement have been adapted in recent years to the pub(ic service
sector (Swiss, 1992). Important elements transferred to the public sector include
customer reaction, performance monitoring, continuous improvement and staff
empowerment and participation. The total approach to quality management is:
• . .a management philosophy embracing all activities through which the needs
of customer and the community, and the objectives of the organization are
satisfied in the most efficient and cost effective way by maximizing the
potential of all employees in a continuing drive for improvement (British
Standards Institution, 1991).
The introduction of TQM initiatives has not been without its failures, as a number
of surveys have shown (Povey, 1993). Typically, reasons for the lack of successful
implementation of TQM in the business world include inadequate efforts made to
measure performance and set benchmarks, and insufficient customer involvement
and staff empowerment. In spite of this, many libraries and leisure services still
approached quality management from a product or service viewpoint rather than
from the customer's position. Adopting a marketing orientation throughout the
organisation facilitates a customer-centred approach and focuses on meeting and
satisfying their needs. Marketing principles and practice have a major role to play
in quality management, particularly in a public service organization where the
customer must be the central focus and where inter-personnel relationships form the
basis of the service.
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The issues of terminology, understanding and awareness in relation to marketing
referred to during this study also apply to quality management as a whole. Quality
management is sometimes referred to as continuous improvement in order to
distance the terminology from the taint of commercialism. Scepticism,
misunderstanding, and even disdain for these concepts were evident in this and
other research findings (Garrod and Kinnell, 1997; Line, 1995). Equally prevalent
was the dislike of techniques developed for the commercial sector and the
perception that adopting quality management and marketing principles meant an
increased workload and reduced resources (Garrod and Kinnell, 1997).
Nevertheless, as this research seeks to show, and as noted by Brockman and others,
the terminology and many of the practices have "entered the public sector lexicon",
and managers in a number of local authorities have introduced changes with some
success (Brockman, 1997; Walsh and Davis, 1993).
The Labour government's replacement of CCT with the Best Value initiative in
local authorities aimed to achieve balance between cost and quality of services
utilising best practice in the public, private and voluntary sectors. The Best Value
framework required authorities to:
• define service quality in specific contexts
• recognise the distinction between quality control, assurance and integral
management processes
• recognise that some of the most fundamental quality improvements would come
from working across organisational boundaries
• balance the managerial, corporate approach with innovation and sensitivity from
staff dealing with the public (Best Value, 2000)
In 1991 there was overall little evidence exhibited in either the questionnaire
responses or the documentation provided of quality management practices being
implemented in library and leisure services. However, two of the case study
managers were concerned with quality issues and specifically with the
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implementation in leisure services of BS 5750 and ISO 9000. In Clydesdale Leisure
Services Department (later converged to include libraries) as early as 1988, a
review process had identified quality standards as the way forward in terms of
service delivery. A quality audit was carried out in conjunction with seminars to
keep staff informed:
From the quality audit it was quite clear that we could achieve BS5750 and
it would give us a platform in time to develop some sort of TQM culture
(Manager of Sport and Leisure Services).
Presentations and seminars were held to raise the awareness of elected members and
staff, external consultants were employed, and by 1991 BS 5750 was being installed
in sports and leisure centres. One officer had been seconded as Quality Officer to
co-ordinate the process. Clydesdale District Council later became part of the much
larger South Lanarkshire authority, but, as discussed below, quality management
was still a major component of the service plan, based on the implementation of
Iso 9000 and Best Value (South Lanarkshire Council, 1998).
In Leicester the new Deputy Director of Recreation and Arts was also keen to
introduce quality management principles, and by the end of 1991 the Statement of
aims and principles for the renamed Leicester Leisure Services stressed the
importance of quality:
The concept of QUALITY ASSURANCE is now being developed as a
means of ensuring standards are set and maintained. Quality assurance is the
only way of achieving total customer service.. .The achievement of Total
Quality Management will depend on effective teamwork and all staff being
actively involved in the achievement of the departments' objectives
(Leicester City Council, 1991, 8-9)
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The main aims were to improve levels of participation and access, especially for
those suffering discrimination, and to "achieve effective and efficient service
delivery through total quality management" (Leicester City Council, 1991, 3). A
quality strategy was subsequently developed and implemented to achieve these aims
and to achieve the quality assurance standard ISO 9002. This strategy document
used McKenzie's seven "S"s model to identify outputs, outcomes and performance
indicators under each of the headings: shared values, strategy, structures, systems,
management style, staff, and skills. For example, under Strategy was included:
• outputs, such as marketing and business plans and annual service plans;
• outcomes such as annual service targets met in each centre;
• performance indicators such as number of targets achieved.
The importance of quality is emphasised throughout, as under Systems:
• outputs - quality assurance;
• outcomes - customers receiving consistent standards of service every
time;
• performance indicators - department achieves BS5750 by April 1996
(Leicester City Council Leisure Services Department, nd).
In 1996 the process towards unitary status the following year was well underway,
and Leicester Leisure Services were updating these documents and initiating a pilot
quality audit of managers. Managers were asked to evaluate their achievements
through a self-assessment questionnaire. Annual service plans which were
developed from the overall marketing plan ensured regular reviews of service
delivery and updating of centre marketing plans. Although much time had been
spent on preparing for unitary status, a concerted effort was made to make the
service increasingly customer oriented. Whereas leisure services' policy making
was previously function-based, it had been made area-based so as to more
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accurately reflect the actual needs of local communities. A work programme listed
strategy documents, monitoring and budget reports, reviews, and presentations to
be made to the leisure services committee over a three year period. Extensive
budgetary cuts and the practical work of preparing for unitary status meant a
curtailing of work on strategy development but it remained a priority area following
reorganization. A Service Plan was issued in 1998 (including libraries) highlighting
areas of quality management and the department's commitment to the Best Value
initiative (Leicester City Council Arts and Leisure, 1998).
Following unitary status in 1997, Leicester City Libraries had increased their
commitment to quality assurance and total quality management in line with the new
organizational culture. The Council had volunteered to be a Best Value pilot
authority, and the library service was to be reviewed during 2000/2001:
Everything we do will be analysed and hopefully that will help us to
improve further (Operations Manager).
However, the post of Quality and Development Manager, responsible for
developing quality assurance strategy and planning, had not been filled at the end of
1999. This post would be key to the achievement of improved standards of service
delivery and quality management practices, as well as the development of a
marketing plan to improve public consultation and set benchmarks (Leicester City
Libraries, 1999). It was clear that the need to develop a quality management
approach was a high priority with senior managers at Leicester Libraries, not only
to conform with government requirements, but as part of the overall departmental
and council culture.
In Ireland, a joint initiative between the government and ILAM (Ireland) sought to
improve the management of some sports facilities by paying one year's salary for
professional managers. The result was that the managers improved performance
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sufficiently to pay for themselves, broadened the programming of activities, and
increased attendance numbers. In Longford, for example, the main sports hall was
refurbished, and from opening only three months a year and losing £30,000 per
annum, the centre improved such that it was operating all year round, attracting
50,000 people, employing five staff and making a small profit. The two main
reasons for this was employing professional management and improving
organizational structures (Ireland. Department of Education, 1997).
While the questionnaire survey did not cover in depth the area of quality
management, some questions sought to establish the level of marketing quality
employed in library and leisure services. One question on the operation of
marketing in the organization was designed to assess the overall aims and approach
to marketing by managers and to provide an indication of the level of quality
practice. The question set out a range of descriptions of marketing and asked
respondents to indicate which one best described how marketing operated in their
organization. The results are shown in table 31:
Table 31: The operation of marketing in libraries and leisure services
How marketing operates
Involved in general promotion of all
services.
to airact people to our prenvises.
Identifies and satisfies needs of all users.
Identifies and satisfies needs of selected
and targeted user groups.
Ensures the efficient control of resources
and costs involved in services offered.
Other.
Not specified.
% Libs
UK	 ROl
(n=139) (n=2
50	 33
16	 25
5	 25
12	 4
4	 4
6	 -
7	 8
% Leisure
UK	 ROl
(n=373) (n=1
39	 50
23	 25
11	 13
9	 13
5	 -
9	 -
4	 -
% = total number of respondents
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ROl
13
56
25
6
=1
The response to this question emphasizes the point made earlier in the study in
relation to the over emphasis of promotional tools at the expense of marketing and
the interchangeable use of the terms "promotion" and "marketing". In the majority
of cases marketing was confused with purely promotional activities and the quality
aspects of marketing such as targeting and user satisfaction were much less
understood and implemented. It was particularly disappointing to note the very low
proportion of both library and leisure managers using marketing to identSy and
satisfy the needs of selected and targeted user groups. While not investing too much
significance in these responses, they did serve to indicate a lack of understanding
and/or implementation of quality marketing practice. They also indicated, in 1991,
a lack of commitment to a customer centred culture which is at the heart of quality
marketing principles (see below at 7.3).
The questionnaire also sought to elicit an impression of how marketing was
implemented in libraries and leisure services. Tables 32 and 33 indicate what
proportion of services had a specific marketing plan and how often they were
reviewed.
Table 32: Marketing plans in library and leisure services
Marketing plans
Yes
No
In preparation
Not sDecified
% Libraries
UK(n = 139)	 ROI('n = 24
4	 4
77	 71
15	 21
4	 4
Leisure
UK(n=373)
14
50
34
2
% = total respondents
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UK
20
5
2
69
4
Table 33: Review of marketing plans
Frequency of	 %
review
Annually	 10
Every 2-3 years
	 -
Every 4-5 years	 -
Never	 87
Don't know
	 3
Not specified	 -
% = total respondents
Libraries
n=139) ROI(n=24
4
96
Leisure
=373)	 ROI(n=1
6
13
13
13
55
There was overall a very poor level of quality marketing practice revealed by these
figures, particularly by library services in both the UK and Ireland. Leisure services
in both countries were more likely to have plans in existence or in preparatoxJ.
However, the regular review of marketing was extremely low in all sectors, even in
UK leisure services, where although 20% of managers claimed to review their
marketing plan annually, 69% said they were never reviewed. Those respondents
who stated that they had no marketing plan were asked to comment on how
marketing was implemented in the organization. Comments were made by 50% of
UK librarians and 44% of UK leisure officers, but none were provided by Irish
respondents. The majority of comments fell into a range of categories, illustrated in
table 34, but are not necessarily mutually exclusive - for example marketing may be
implemented by facility managers but may also be on an ad hoc basis.
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Table 34: Implementation of marketing in the UK
Libraries
(n 70)
40
17
8
14
6
6
Marketing implementation comments -
Ad hoc/erratically
By individual facility/service/centre
Policy under review/development
Through council/contractor
On a promotional/publicity basis only
Through action programmes/prioritising
Co-ordinated by senior management
By targeting specific groups and events
Leisure
(n = 164
29
33
8
1
9
2
% = total number of comments made by respondents
Other comments made by questionnaire respondents reflect the lack of marketing
awareness and quality management approach generally in many services. Several
respondents indicated a poor understanding and/or implementation of marketing
principles:
A statement of marketing strategy and a plan would assist in the
improvement of marketing, but absence of both does not prevent marketing
activities (Chief Librarian).
With such a wide range of services and customers, a single plan or strategy
would be so loose as to be unworkable. Keen to develop marketing
strategies and plans for individual services or facilities as called upon
(Leisure Services Manager).
As the service is swamped by the present level of demand, marketing is not
a priority (Library Manager).
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Others revealed an absence of quality management and marketing culture by
exhibiting poor communication levels and customer orientation in the service and/or
the authority as a whole:
The definition of what marketing is sometimes varies from person to person
(Chief Librarian).
We react to crisis, no predetermined marketing plan; too many
knowledgeable people involved but no professionals(Leisure Services
Manager).
Marketing tends to be facility or discipline led; budget tends to be very low;
indicates authority's low priority of marketing in terms of va'ue (LeIsure
Services Officer).
Other research also highlighted the lack of written policies in public libraries on
quality management and assurance, in spite of the large amount of literature
concerned with this area (Porter, 1992; Garrod and Kinnell, 1997). While
marketing techniques such as segmentation were acknowledged by other sectors as
essential in achieving quality management, there was little evidence of a formal
adoption of marketing principles and practice in public services (Milner, Kinnell
and Usherwood, 1997). Following recommendations made by the Review of the
public library service in England and Wales, the Department for Culture, Media
and Sport now requires all public library authorities to provide detailed annual
library ians in order to demonstrate that their services are managed efficiently and
effectively (Great Britain. Department for Culture, Media and Sport, 1997). The
needs of customers were stressed as being at the core of the quality planning
process:
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We believe such an approach will contribute significantly towards local
choice, support local, democratic decision making, and encourage the
development of effective public library services (Aslib, 1995, 13).
By the end of 1999 it was clear that the requirement for annual library plans in
conjunction with Best Value and other quality initiatives such as Charter Mark and
Investors in People (liP), had resulted in a far more focused approach to strategic
management and planning of services. The importance of providing a responsive
and sustainable service in the most cost effective way was evident in the mission
statements, strategic plans, and in the case study interviews. The subsequent
development of the first national standards for public libraries would provide
further opportunities to improve quality management and service delivery (Great
Britain. Department for Culture, Media and Sport, 2000; Nationa' standards for
public libraries, 2000), (see below at 7.4).
In Ireland, a requirement was made by the 1994 Local Government Act for public
libraries to produce annual development plans, but the guidelines were brief and
vague, resulting in plans of varying depth and quality (see chapter three). There
was little evidence by 2000, of a comprehensive commitment to and adoption of
quality management principles in Irish public libraries. No public libraries had
implemented International Standards Organization (ISO) standards or obtained the
Irish Q-Mark standard for Business Excellence. Only seven public libraries had
adopted the International Federation of Library Associations (IFLA) guidelines
(Chomhairle Leabharlanna, 1999).
7.3 A customer-centred culture
Paramount in the business of managing quality in services, especially library and
leisure services, is the customer relationship. This involves the correct mix of
service objectives, systems and staff, thus achieving the "balance between purpose,
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people and process" (Taylor, 1992, xv-xvi). It is necessary that managers view the
service through the eyes of their customers, rather than their own perceptions, and
that staff are involved at every level in providing a quality service.
A customer-centred organization is one that makes every effort to sense,
serve, and satisfy the needs and wants of its clients and publics within the
constraints of its budget (Kotler and Andreasen, 1996, 43).
Consumerism and customer rights are at the forefront of the new market-led
economy and the not-for-profit sector must continue to improve service delivery
and quality in order to survive. Developing a customer culture at the core of the
corporate strategy is essential and involves attention to the person-to-person
encounters which form the heart of service provision. In a suggested model of
strategic processes for service organisations Mattsson (1994) recommends that
managers should initiate and sustain a programme of defining, attracting, involving
and satisfying customers. These processes concern all types of operations within the
organizat{on and iôrm the basis of service provision, in order to improve service
quality all aspects of these processes must be examined and evaluated on a
continuous basis.
The Charter Mark programme has been enthusiastically adopted by many UK public
libraries since its inception in 1991 (Great Britain. Cabinet Office, 1991a and
1991b). This involved some of the elements mentioned above. In Clwyd a major
part of the process in winning a Charter Mark in 1993 was the concentration on
customer needs:
One of our promises is that every library every year will conduct a customer
survey, and we ask people to feed in through that, making sure that there is
a proper comments/complaints mechanism.. .where people can actually get a
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response. Most successfully we're starting to get a dialogue with other
people chipping in too (Deputy Director Library and Information Service).
In Leicester, however, the library and information service, decided in 1999 not to
pursue Citizen's Charter accreditation "owing to the work imposed on drawing up
the submission", in spite of receiving nominations from the public for the award
(Leicester City Libraries, 1999, 5.4). All departments of Leicester City Council
were applying for Investors in People status in 1999-2000 (see below).
In Ireland, as referred to above, although there was a Quality Mark accreditation
process, similar to the British Charter Mark, awarded by Excellence Ireland, no
public library had applied to enter the scheme (Institute of Public Administration,
1999). The need or a customer centred cuhure was recognised in the review of
libraries and information services by An Chomhairle Leabharlanna (the Irish
Library Council) in 1999:
Libraries and information services need to become more user-focussed. This
involves reviewing services, setting up relevant performance indicators and
using appropriate guidelines and standards (Chomhairle Leabharlanna,
1999, 106)
We need to make radical changes in our organisational structures in order to
meet user requirements. There should be an increased focus on users in all
our sectors and we should develop a stronger user ethos (Chomhairle
Leabharlanna, 1999, 171).
Over half of the UK library and leisure services and a quarter of those surveyed in
Ireland had conducted marketing research and customer surveys, as discussed in
chapter four. As recognised by the Citizen's Charter initiative, the satisfaction of
customers is the most important goal of public services. In order to fulfil customer
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requirements their reactions to service delivery must be noted, recorded and acted
upon, as described in the Clwyd case study above. It was considered essential to
react immediately to customer experiences and complaints which meant a flexible
and empowered staff at all levels. Staff and the organization as a whole need to
learn from customer reactions and remedy past mistakes (Mattsson, 1994). Staff
attitudes and training are discussed below (section 7.5).
The issues of customer communications and feedback were addressed in Leicester
Leisure Services through a Customer Charter and Care Code which sought to
establish a customer culture:
The Council exists to serve the City. We know we don't always get it right
first time but our aim is to offer the best possible service within the
resources we have available.
Our Customer Care Code means that:
• we will be friendly and helpful;
• we will make our services easy to understand and use;
• we will be sensitive to your needs;
w ' wi	 at yu faiy, with no discrimination against any groups or
individuals;
• we will deal with your enquiries and complaints quickly;
• we will give you clear and accurate information;
• we will provide quality and strive to continually improve that quality;
• we will provide value for money;
• we will welcome your comments.
The Statement of aims and principles also emphasized the major role of staff in the
provision of quality services:
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Staff at all levels play a key part in delivering customer service and must
appreciate that the very survival of services, and therefore jobs will be
directly dependent on the quality of this service that they themselves are
responsible for (Leicester City Council, 1991, 8).
In 1999 Leicester Council aimed to achieve the Investors in People (liP) status
within each department. Library managers saw this as an opportunity to fully
integrate inherited (from the county council) policies and practice with those of the
city, particularly on the management of performance review (Leicester City
Libraries, 1999).
Realising. customer's expectations of quality, however, depends on a variable range
of customer experiences and perceptions much more complex than that invoived in
normal product marketing. In service marketing the transaction between staff and
customer is as intrinsic a part of the service as the tangible benefits, and depends on
a complex range of interactions. As Gronroos (1990a) found, customers are as
interested in the expressive part of the service (the psychological aspects and
cccs Qf s,ervice ie(ivecy) as they are in the technical or instrumental aspects. In
the	 enien cf service delivery has also been shown to
play a major part in customer expectations and satisfaction levels:
The social audit has been proposed as a means of enabling 'sensible
measurement' of the complex public sector outcomes.. .(Linley and
Usherwood, 1998, 9).
In other words, social audit is concerned with identifying social outcomes rather
than simple output measures. Amongst the case study library services, Birmingham
had one of the most developed customer and community led approaches to
management and marketing in 1991:
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Providing services which meet the needs of local communities is an essential
part of the work of public library services. Particularly in the inner city,
libraries have addressed with some success the specific needs of individuals
and groups rather than providing a service based on a more general
professional assessment of needs. One of the significant features of Library
Services is the personal relationship which is built up between service users
and service providers (Birmingham City Council Library Services, 1991,
14).
By 1996 Birmingham Library Services had found that while the basic quality
principles of their customer charter were still valid, the service had moved on and a
process of re-evaluation and re-assessment was necessary. Marketing practice
needed to be redefined in terms of customer focus. For example., the promise to
'pmt. a
	
c3Ve. vnie o each vesideiit' s home cou'd no 'onger be upheld
as six community libraries had already been closed due to funding cuts. Council
members had, however, changed their minds about closing some branch libraries
due to public protest, even though savings would have to be made in the book fund
and the service in these libraries would be reduced
That shows the importance of the customer's voice - councillors listen to
what people say.. .This illustrates the dilemma between responding to public
procescs and mnanagñig services (Dfrector of Birmingham Central Library).
A new Birmingham Libraries Strategy was compiled to take a three year perspective
oii d eotment between l99 and t998. The document aimed to provide a
framework of priorities for managers in planning for the years ahead. Strategic
objectives and priorities included the delivery of high quality services by:
• continuing to improve services within available resources;
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• measuring performance against strategic objectives and key performance
indicators which emphasise quality and equity of service;
• communicating to citizens the quality and quantity of services achieved;
• developing programmes of customer research, consultation and feedback to
identify the needs of users and non-users (Birmingham City Council Department
of Leisure and Community Services, 1995).
The priorities set out for 1995-8 included a wide range of specific measures
designed to develop quality services, increase research and levels of responsiveness
to targeted groups, and promote the services more extensively. Providing more
choice and opportunities for the public within resource limitations remained at the
core of the strategy. The need to focus attention on the now converged Department
of Leisure and Community Service's role in improving quality of life (health,
education, environment), tourism (sports facilities, arts, museums) and economic
development (business information services, tourism) was highlighted in a
department Corporate communications plan in 1996. It was felt that the
discretionary nature of these services could encourage the view that Leisure and
Community Services were not as valuable as other local authority services. The
relative value placed on services provided by different departments influenced
decision making on investment and budgetary restrictions. The politicians had to
make policies which entailed very difficult choices between high priority services
w'rñ'ie the pressure to maintain essential services was intense. In this context the
marketing and PR team drew up a set of key messages to communicate information
to elected members, the public, and the media about the importance and value of
the leisure services provided. The key messages were designed to reflect closely the
council policies as set out in the Council's Policy Framework for 1995/6
(Birmingham City Council, nd). The objectives of the communications plan were:
• to improve the negotiating position of the Department in the situation of reduced
budgets;
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. to correct the existing negative perceptions of the Department;
• to improve the understanding that Leisure Services are essential services.
The target markets for the communications plan were Birmingham City Council tax
payers, elected members, members of parliament and opinion formers. A process to
involve library managers in identifying key messages and priorities was undertaken
which was then developed into an action plan to implement the key messages.
These were identified in relation to their role in:
• lifelong learning (eg. IT facilities and multi media services);
• the education and development of under-fives (eg. the Centre for the Child);
• tackling inequality, disadvantage, and discrimination (eg. Mental health packs,
disability information and so on).
Within the marketing strategy these messages would be reviewed over the longer
term so that other relevant areas could also be considered and prioritised to
minimise the problem of a wide dispersal of resources failing to achieve maximum
impact. Due to the diverse nature of library services and the large number of
buildings involved, the marketing budget had been over extended. The effects of
diminishing financial and staff resources meant that focusing on these key messages
concentrated attention and resources on current priority areas (Birmingham City
Council Department of Leisure and Community Services, 1996).
Sutton Leisure Services was also involved in achieving quality standards in 1996, in
particular Investors in People (TiP) and the Charter Mark. While the majority of
leisure section managers were keen to achieve TiP status, the head of libraries and
heritage felt that the Charter Mark was more appropriate:
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• . . unlike liP which is very self-centred about staff and what they get out of
it (and ultimately the customer benefits), Charter Mark turns that on its head
and takes the customer first.
By 1999 Sutton libraries had achieved its second Charter Mark award for service to
the public. The assessor's report included the comment that:
You provide a top quality service, in a busy environment, where the
customer is the focus of activity (Charter Mark Award, 1999, [21).
The importance attached to the Charter Mark by senior managers at Sutton reflected
their emphasis on the value of a customer centred approach which had beec
achieved through the application of marketing principles and practice. The recent
appointment of a Quality Services Manager to manage these processes provided a
further concrete example of Sutton's commitment to a customer orientated culture.
In early 2000 Sutton was also awarded TiP status. While they had been encouraged
to apply for it some years earlier, the managers felt that it needed more preparation
work to ensure that the requirements were met in full:
We feel that we have only now got everything in place, where we could
honestly say we feel we could get the award, and we have the evidence to
show what we done over the years to improve the service (Head of Library,
Heritage and Registration Services).
7.3.1 Relationship marketing
The cultivation and development of long-term relationships with customers is a
valuable strategy in overcoming the difficulties encountered by the unique
characteristics of library and leisure services. The motivation and encouragement of
customers to continue their loyalty and support with intangible benefits is a
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challenging process and can be facilitated by building on the value of the
relationship rather than the transaction itself (McCourt, 1994).
The importance of relationship marketing has developed over recent years to offset
the increasing use of the concept of the marketing mix or the four 'P's - product,
price, place, promotion, (discussed in chapter five) viewed by some as over
exploited (Gummesson, 1987; Gronroos, 1990a & 1990b). It is important to
develop and maintain strong customer relations where formal exchanges or
transactions between customers and suppliers are:
.supplemented by voluntary and reciprocated actions by both parties.
Consumers (and suppliers) are assumed to voluntarily enter into and remain
in relationships of this type because they perceive that they will in some way
be better off as a result of doing so (Christy, Oliver and Penn, 1996).
Library and leisure services benefited from long term customer relationships
through increased and continuing customer loyalty, and from an accessible market
to target new services and products. Customers of these services gained value from
the relationship only if the quality of the relationship was developed and sustained
by the service provider. Some early efforts were apparent among the case studies to
address this:
The relationship between the library user and staff is a personal one.
Considerable efforts are already directed towards staff training in order to
ensure a friendly and responsive approach. However, more work needs to be
done to create a genuine ethos of customer care throughout the whole
department (Birmingham City Council Library Services, 1991, 21).
As discussed in chapter six, maintaining the long term loyalty of customers was
difficult in those cases where local government reorganization involving extensive
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boundary/authority changes had taken place, as in Clydesdale, Clwyd and
Leicestershire. Many authorities have, however, developed customer charters
including local service standards (Usherwood, 1995) following the Citizen's Charter
initiative and the Library Association's Charter for public libraries and Model
statement of standards (Library Association, 1994 and 1995).
In the London Borough of Sutton considerable effort had been expended to ensure a
good relationship with customers. Apart from the initiatives referred to above in
7.3, such as the Charter Mark and Investors in People awards, there was evidence
by 2000 of good relationship marketing. A variety of promotional material
encouraged a "talk back" environment where the expression of customers'
comments and feelings was positively encouraged. This included comment forms,
information leaflets, and a newsletter which recorded results of surveys and users'
comments. Area committee meetings were held regularly, and the Friends groups
attached to each community library provided an additional forum for views and
consultation.
Social inclusion and participative democracy were significant themes in the recent
report by An Chomhairle Leabharlanna (the Irish Library Council). Since the 1997
Freedom of Information Act came into force in Ireland, the emphasis has been on
accountability and public involvement in the formulation and delivery of social
policy (Ireland. Freedom of Information Act, 1997). The government's Action plan
for implementing the information society recognised that public libraries have a vital
role to play in providing the information needed to ensure an inclusive society
(Ireland. Department of An Taoiseach, 1999).
The public library should encourage community empowerment, self-
determination and involvement in the democratic process. It can be an
empowering institution by enabling citizens to identify, understand and
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develop through the use of information (Chomhairle Leabharlanna, 1999,
62).
However, there was no recognition of the need for staff training and resources to
support these processes, or in building the necessary relationships with other sectors
and stakeholders.
Relationships needed to be developed and sustained with other groups of
stakeholders in the not-for-profit sector. Notably in local government services,
elected members were particularly influential in the allocation of funding and in
policy making and service planning. Relationship marketing here, as discussed in
chapter six, involved a high level of communication and political skills to take
account of members' interests and competing agendas. In the London Borough of
Sutton, for example, politicians were invited to celebrate the success of a new
service development, (public access online leisure terminals), and their support was
encouraged:
• . .by informally presenting the best of the performance indicators to the
decision makers, which is really what it's all about (Assistant Director of
Leisure Services).
In this way members were informed and involved in the success of the library
service, ensuring their interest and support for the future.
7.4 Evaluation and monitoring of service quality
As discussed in chapter four, while the use of internal report information or
performance indicators was increasing overall in leisure and library services, much
of it was still collected manually to measure output in terms of attendance and
lending figures. There was little evidence provided by the survey of performance
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measurement in terms of the quality of service delivery to the community, or of
integration of information into management decision making or strategic planning.
Only one of the case study managers specifically related management information to
the change processes needed for marketing the organization effectively:
I have three cornerstones of change. One is a planning framework, the
second is a management information system that will tell you whether that
planning framework is being achieved, and the third is a training strategy
that enables people to cope with the new approach (Director of Leisure
Services).
The work of King and McKee for the Office of Arts and Libraries led to an increase
of interest and activity in the collection of performance indicators by public library
managers in the early 1990s (Great Britain. Office of Arts and Libraries, 1990 and
1991). The importance of performance measurement and monitoring in public
services was given a great impetus by the Citizen's Charter initiative in 1991 which
had a significant effect on local authority services (Wilson and Game, 1994).
In Ireland a range of performance indicators were introduced in local authorities as
part of the local government reforms, and an annual quality service awards scheme
was inaugurated in 1997 (Ireland. Department of the Environment and Local
Government, 1996, 39-43). However, the uptake of these initiatives was
disappointing, and by 1999 very few libraries were using formal performance
indicators or quality guidelines (Chomhairle Leabharlanna, 1999), (see also 7.2
above).
Public libraries in the UK were already using a wide range of performance
indicators (see table 16, chapter four) following the Audit Commission (1989)
requirements on performance review. The impact of CCT also meant that more
management information was being collated in leisure services, but:
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Traditionally, local government has measured inputs rather than outputs and
other forms of indicators, hence they have not been concerned with meeting
the needs and demands of the community (Torkildsen, 1992, 322).
This attitude to performance indicators was confirmed by one senior library
manager who had found the existing management information totally inadequate
when he had to make a presentation to the council concerning proposed closures.
The loan figures of a branch library on a council estate were not impressive:
.1 can't defend it on grounds of loans at all; what I can defend it on is in
terms that this place is a focus for the community and one of the only
(public) buildings actually open there. It is free and accessible to a depressed
community.., my traditional management information doesn't work there at
all.
The concept of quality in public libraries had in fact been raised much earlier by
Orr (1973) who argued that library managers should consider the value of their
service from the point of view of the customer and the community. However, as
this survey found, and as also shown in research by Wilson and Game (1994) and
Usherwood (1995), there was little evidence that quality assessment programmes or
initiatives had become an integral part of management practice in the first half of
the 1990s in most local authority services. The approach overall towards
performance measurement and qualitative assessment as noted by this study was ad
hoc. In one leisure service, for example, where there was no computerized booking
system at sports centres, the manual system was inaccurate, and checking income
on a daily basis was difficult. In another case study, the qualitative measurement of
service provision was not a priority in 1992:
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The trouble is that it takes a long time to get over that, and it takes a lot of
money.. .to bring quality in, given that things have declined or deteriorated
over time. It's something we are starting to talk about.. .Everyone likes to
think of themselves as providing a quality service (Leisure Services
Marketing Officer).
In fact it was apparent from the case studies that while there was a great deal of
information in the published literature and a certain amount of discussion amongst
managers about quality service evaluation, there was little hard evidence in terms of
internal documents, policies, or practice to support it. This has also been noted by
other researchers over the last ten years (Goodall, 1988; MacDougall, 1991;
Brockman, 1997). However, the recent upsurge of interest and research in
benchmarking initiatives as quality tools by the Public Libraries Quality Forum and
the Best Value requirements, has indicated an increasing level of awareness and
adoption of quality management practice at the end of the 1990s (Garrod and
Kinnell, 1997).
As referred to above, Sutton Libraries had appointed a Quality Services Manager in
1998, and Leicester City Libraries had created, but not filled, a post of Quality and
Development Manager by 2000. These developments revealed a new commitment
from authorities to the systematic evaluation and monitoring of services, as opposed
to the rather arbitrary collection of management data of previous years. These new
posts imply a responsibility to improve the quality of service provision through use
of performance indicators, quality management schemes (such as liP, ISO 9000,
Business Excellence Model, and Charter Mark), and through greater feedback and
consultation with customers.
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7.5 Staff training and development
As discussed earlier in this study, the public sector has tended to lag behind the
commercial sector in the adoption of quality management and marketing practices
due mainly to a lack of awareness of marketing principles and tools. In the past
very few public service organizations employed staff with specific marketing skills
or training. Leisure service managers, for example, often came from an education
or military background, employed for their physical training skills rather than their
managerial experience (Cowell, 1984). Library and information studies courses
have only included management as part of the curriculum since the mid 1980s.
The low level of quality management and marketing in public services has been
largely due to a lack of training and professional development in the past for both
staff and managers. In the UK a Recreation Management Training Committee was
set up in 1977 but its report was delayed and the recommendations never
implemented (Great Britain. Department of the Environment, 1984). The later
CELTS report investigated the training needs of sports and recreation staff and
found that:
The bureaucratic and fragmented approaches of local government needed to
be replaced by a more coherent, integrative organizational culture - one
based on approaches and values described variously as "consumer
orientation", "entrepreneurialism", "enterprise" or "commercial attitudes"
(Centre for Leisure and Tourism Studies, 1990).
This was also found to be the situation in Ireland, where the co-ordination of
training opportunities and agencies was described as critical to the support and
development of sport:
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These must be co-ordinated or the highly fragmented approach to training
will continue.. .There is a need for a quality training and development
programme for all those involved in the administration and management of
Irish sport from volunteers to full time professionals (Ireland. Department of
Education, 1997, 63).
In Ireland the majority of leisure managers had come from teaching backgrounds
and had little or no management training or qualifications. It is significant that the
only leisure service run by a qualified sports and recreation manager with a
marketing assistant (also qualified) was also the most successful and seen as a
model of best practice by other local authorities.
The training and development of staff in Irish public libraries was also found to be
insufficient to meet the increasing range and complexity of skills necessary:
• .significant improvements in the quality of library services are necessary.
Given the high level of staff input to the service, this will be best achieved
through a programme of investment in library staff through implementation
of Staff Development Plans. The project team does not believe that the
current staff development arrangements are satisfactory (Ireland. Department
of the Environment and Local Government, 1998, 49).
Changing organizational cultures and structures in Ireland, as in the UK, need to be
reflected in staff flexibility and in training and development. There was no evidence
to suggest that there had been any improvement in training and development levels
in Ireland over the period of the research. There was a need, in particular, for more
training in management and marketing skills (Ireland. Department of Education,
1997; Chomhairle Leabharlanna, 1999).
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The survey conducted for this research indicated that while the private leisure sector
had regarded professional training as an investment in staff (Centre for Leisure and
Tourism Studies, 1990), the public sector tended to see it only in terms of
additional cost. This was reflected in the questionnaire responses from leisure
managers:
There is no scope within the present resources.
Cost of external training can be prohibitive.
Small training budget - most work done in-house.
Research has shown that training is the key to successful quality management and
marketing practice (Garrod and Kinnell, 1997). As the Institute of Management
found in a survey conducted in 1992:
Effective training can make a positive contribution to the success of quality
management, a conclusion which has clear implications for the
implementation of quality management, and which suggests that
organizations need to steer away from a "cut-price" approach to quality
(Wilkinson, Redman and Snape, 1993).
As discussed in chapter six, one of the main constraints to effective marketing
practices was the lack of relevant staff training. The most common constraint
overall was that there was no specific person responsible for marketing in the
organization (see table 28). The significance of these two related facts is that a
person designated as marketing officer would be more likely to have marketing
qualifications and/or experience and would also provide training for other staff.
Correlation analysis of these two questions showed that of the UK leisure services
respondents, 63 % of those with no training provision also had no specific person
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responsible for marketing. In libraries, 75 % of services with no provision for
training had no one designated as marketing officer (Appendix B). The generally
low level of awareness of marketing practices in leisure and library services is
reflected in the lack of staff equipped with the requisite skills and/or training to
encourage a market-orientated approach to service provision.
The results of the questionnaire survey and the case study interviews indicated a
need for more training specifically aimed at improving marketing skills in 'eisure
and library services. This applied to all grades of staff; as discussed in chapter six,
qualified marketing personnel were sometimes frustrated in their objectives due to a
lack of understanding by senior management.
Table 35: Existence of training for staff in marketing
Training
Yes
No
Proposed
Not specified
% Libraries
UK(n = 139)
30
43
23
4
% Leisure
UK(n=373) ROI(n-16
45	 6
35	 56
16	 32
4	 6
% = total number of respondents
Forty-three per cent of respondents from libraries and 35 % from leisure services in
the UK stated that there was no provision for training of staff responsible for
marketing. In Ireland the figures were even higher, with 67% of libraries and 56%
of leisure services lacking any training in marketing (table 35). The introduction of
compulsory competitive tendering in the UK led overall to the development of more
structured and proactive training programmes for staff in leisure services, as
indicated by one leisure manager:
Awaiting development of strategy, key staff appointments and CCT
developments.
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However, while a fifth of library authorities in the UK and Ireland were planning to
develop training opportunities, only 16% of UK leisure services proposed
introducing more training. A third of Irish leisure services respondents said they
had plans to develop training opportunities. Of those respondents who gave details
of training provision, the majority noted that staff attended training and
development courses "as required according to individual needs" (Director of
Leisure Services). Such courses tended to be general management training, with
marketing as one component which was:
Covered within context of a three-day quality service programme involving
all staff over a two year period (Chief Librarian).
Once again doubt over the terminology and awareness of marketing principles was
indicated in the comments from respondents. In many cases where UariThg was
cited as being provided, it was evident that this consisted of courses on customer
care, promotion and publicity rather than on the strategic issues and underlying
marketing principles and practice:
Training usually involves one-day courses in technical areas eg. Desk top
publishing (Chief Librarian).
Continual in-house emphasis on customer care and quality of promotion
(Leisure Services Manager).
Knowledge from an authority-wide publicity and promotion course from an
external source will be passed on by an internal trainer (Leisure Manager).
Plans for use-of-media training for general staff (Leisure Officer).
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The importance of the right level of training was also expressed by some managers.
For example, as one manager described, when staff had to develop sponsorship
packages they did not want instruction on how to issue a press release:
We could do with more sophisticated training (Head of Information
Services).
In Leicestershire the Director of Libraries and Information Services was keen to
point out how important it was for staff to:
• . .understand the whole process of marketing... rather than the idea that
marketing is simply about selling something whether the public want it or
not.
Over a quarter of UK library and leisure services provided both in-house and
external training opportunities for staff (see table 36 below). Staff training and
development in Ireland in relation to marketing was minimal in both libraries and
leisure services. The training that did take place mainly comprised occasional
seminars in the case of libraries, and ILAM (Ireland) short courses for leisure staff.
Several UK managers noted that there was no specific marketing training but that it
was considered a part of the whole training programme. Generally, training was
very much on an ad hoc basis with very little provision for specific marketing
skills, and was often as a result of individual initiative and motivation:
Trained by myself (Leisure Manager)
I have to look out for and apply for external courses myself (Leisure
Officer).
At initiative of individual staff - no corporate approach (Leisure Manager).
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Chief librarians who commented made similar responses. Training provision
appeared to be unplanned and haphazard in many authorities, with library staff
attending both in-house and external courses "where appropriate" (comment from
questionnaire). Most public library authorities did not seem to have any long-term
strategic approach to training programmes for marketing management:
There is no long-term approach, but relevant training courses are attended
from time to time. (Principal Officer, Marketing).
Table 36: Provision of training
Training provided
In-house
Externally
Both
% Libraries
UK(n = 139)
5
6
27
% Leisure
UK(n=373)
5
17
28
% = total number of respondents
The overall lack of training in management and marketing indicated by this research
was confirmed in other surveys such as that by the Institute of Management
(Wilkinson et al, 1993), and by Milner, Kinnell and Usherwood, who found that in
almost two thirds of public library authorities no training was available on quality
related matters. The research revealed:
.a widely held commitment to the importance of training, but with delivery
being severely constrained by lack of financial resources available to fund
learning and developmental opportunities for employees (Mimer, Kinnell
and Usherwood, 1997, 164)
Some authorities did have a more structured approach to training however:
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In-house training is provided via the marketing and tourism services
manager, (and) externally via ad hoc courses and seminars (Chief Leisure
Services Officer).
In Clydesdale the whole leisure services management culture aimed to create an
improved knowledge of quality principles and practice from the senior management
team who "were given a wider awareness of marketing as a philosophy", to the
receptionists and attendants who:
.were all involved in what we call customer care training but it was
actually wider than that. It was to do with provision of quality services and
awareness of marketing and its significance (Director of Leisure and Library
Services).
An early barrier to the training programme in Clydesdale came with the reluctance
of elected members to recognise the importance of an ongoing training programme
and their consideration that the expense was unnecessary. Not only members' but
junior managers' attitudes had to be addressed through persuasion and gradual
adjustment. A detailed Service development plan 1989-1995 and a document
entitled Clydesdale leisure into the 90s were produced to communicate the new
structure and future plans to staff. The latter document included a statement of the
department's training policy with aims, objectives, identification of needs and
implementation policies described. The training policy and plan operated within the
context of team briefings, staff development and training courses, and counselling
sessions (Clydesdale District Council Department of Leisure Services, 1989).
Internal marketing was also an important tool, and a separate marketing strategy
outlined the market research, both quantitative and qualitative, information services
and statistics, co-ordination of marketing resources, marketing mix, liaison,
sponsorship, advertising, staff involvement and marketing plans required by the
department (Clydesdale District Council, 1988).
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There was evidence that staff training in marketing management in some authorities
was receiving a higher priority by 1996, and that a commitment to quality service
provision entailed an equal commitment to staff development. Even with further
severe reductions in funding, Leicester Leisure Services had not cut back on
training. The internal training programme was devised by the Director of Leisure
Services on the premise that the most important resource was staff, and that:
it is essential that the Department invests in effective training and
retraining and that this training is organised to ensure that the Department's
key objectives are achieved (Leicester City Council, 1991, 9).
The aims of staff training were to improve overall effectiveness by ensuring staff
had the necessary skills and also to improve the job satisfaction, career prospects
and equal opportunities of all staff. It was considered important by these authorities
to monitor training and conduct regular staff development programmes. In
Birmingham the marketing department produced a marketing handbook in 1996 to
enable staff at local levels to carry out marketing functions as part of their daily
routines. Staff were also involved in the interpretation of marketing research studies
at regular meetings.
In Sutton Leisure Services a training partnership had been established with five
other London Boroughs to provide cost-effective training courses for staff,
including marketing and promotion. This scheme had been extended by the end of
1999 to include another London Borough, and library staff had recently participated
in the English Tourist Board Welcome Host programme. This accredited customer
care course was designed for the hotel and tourism industry but had been
specifically adapted for libraries.
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The increasing interest, towards the end of the 1990s, in quality management
schemes, such as Charter Mark and particularly Investors in People (liP), have
focused service managers' attentions on the training needs of staff. liP specifically
relates employee development to organizational goals and performance. Sutton
Library, Heritage and Registration Services achieved the liP standard in early 2000,
and had set out the staff training and development strategy in the Business Plan
(Sutton Learning for Life, 1999). This stated that all staff would be given
opportunities to receive the training and development needed to do their job. This
would be provided in response to requirements identified by means of a training
needs analysis in conjunction with those identified from business plans and
individual appraisals. Flexible training plans would be monitored and reviewed
annually to reflect changing needs and circumstances. The training plan for 1998-
2000 had identified two main priorities related to library staff:
• ICT skills
• management issues and customer care (Sutton Learning for Life, 1999, 43-45).
In Ireland there was a commitment in principle to improve staff training and
development generally in local authorities; however, no mention was specifically
made of marketing skills:
As well as developing management skills there is a need for a structured
programme of training and development for local authority staffs at all
levels and in all disciplines (Ireland. Department of the Environment and
Local Government, 1996, 61).
It was clear from the one Irish local authority leisure service with a qualified
marketing officer and manager, that a number of quality management principles had
been successfully applied. This leisure service was generally regarded as a
"flagship" service, even by some in the private sector.
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7. 6 Summary
Marketing is an integral part of quality management and is an essential element in
the relationship between customer and organization which, in turn, forms the basis
of quality service delivery. While there were many examples of the use of
performance indicators, customer charters and adoption of standards, there was
little evidence that quality management was being systematically implemented in
library or leisure services. There was a significant lack of understanding of the
underlying principles and concepts involved in quality management and marketing,
evidenced by the misuse of terminology and lack of strategic planning. Leisure
services in the UK were more likely to have developed a strategic quality approach
to marketing while libraries were generally lacking in quality management
practices, planning and organizational structures. Those library services which were
part of a larger converged leisure department were, therefore, more likely to have
implemented a quality management approach. There was little evidence in Ireland
of a quality management or a marketing orientated approach to local authority
library and leisure services. However, changes were apparent, especially with the
introduction of the strategic management initiative in local government.
There was wide acceptance of the importance of a customer focused service and
many authorities had conducted customer surveys by 1991. There was evidence that
by 2000, customer orientation had increased in the case study authorities with the
adoption of a number of government and professional quality initiatives. However,
the restructuring required by local government reorganization had badly affected the
ability of some services to sustain these initiatives in the short term.
The levels of practical commitment to staff training and development in marketing
overall were very poor in the UK. However, those authorities with greater
awareness of marketing and quality management principles were more likely to be
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committed to staff training and development, which, in turn, produced a higher
standard of service for customers. In Ireland there was only minimal staff training
in marketing, with the majority being provided for leisure managers. Very few
leisure managers and no librarians surveyed had marketing qualifications, and there
was overall a general lack of quality management expertise.
323
References
ASLIB (1995) Review of the public library service in England and Wales. London:
Aslib.
AUDIT COMMISSION FOR ENGLAND AND WALES. (1989) Managing
services effectively: performance review. London: HMSO.
BEST VALUE (2000) http: //www. local-regions. detr. gov . uk/bestvalue
BIRMINGHAM CITY COUNCIL [nd] Policy framework 1995/6. Birmingham:
City Council.
BIRMINGHAM CITY COUNCIL DEPARTMENT OF LEISURE AND
COMMUNITY SERVICES. (1995) Birmingham libraries strategy 1995-98.
Birmingham: City Council.
BIRMINGHAM CITY COUNCIL DEPARTMENT OF LEISURE AND
COMMUNITY SERVICES (1996) Corporate communications plan. Birmingham:
Department of Leisure and Community Services, Marketing and Public Relations
Team.
BIRMINGHAM CITY COUNCIL LIBRARY SERVICES (1991) Committee
strategy report 1991/2. Birmingham: City Council.
BRITISH STANDARDS INSTITUTION. (1991) Quality vocabulary: part 2.
Concepts and related institutions. BS 4778 part 2. London: British Standards
Institution.
BROCKMAN, J. (ed.) (1997) Quality management and benchmarking in the
information sector. Results of recent research. British Library Research and
Innovation Report 47. London: Bowker-Saur.
BROPHY, P. and COULLING, K. (1997) Quality management in libraries. In: J.
Brockman, (ed.) Quality management and benchmarking in the information sector.
Results of recent research. British Library Research and Innovation Report 47.
London: Bowker-Saur, 35-119.
CENTRE FOR LEISURE AND TOURISM STUDIES (CELTS) (1990) Recreation
management training needs. London: Sports Council.
324
CHARTER MARK AWARD (1999) Sutton Link. news about your libraiy service
1997-1999. Sutton: Library Service.
CHOMHAIRLE LEABHARLANNA. (1999) (library council) Joining forces.
delivering libraries and information services in the information age. Dublin: An
Chomhairle Leabharlanna.
CHRISTY, R. OLIVER, G. and PENN, J. (1996) Relationship marketing in
consumer markets. Journal of Marketing Management, 12, 175-187.
CITIZEN'S CHARTER UNIT. (1992) Raising the standard: British citizen's
charter and public service reform. London: Foreign and Commonwealth Office.
CLYDESDALE DISTRICT COUNCIL (1988) Directorate of Recreational
Services. Marketing strategy. Lanark: Clydesdale District Council.
CLYDESDALE DISTRICT COUNCIL.DEPARTMENT OF LEISURE SERVICES
(1989) Clydesdale leisure into the 90s. Lanark: Clydesdaie District Council.
COWELL, D. (1984) The marketing of services. 2nd ed. London: Butterworth
Heinemann.
FEIGENBAUM, A.V. (1991) Total quality control. 3rd ed. New York: McGraw
Hill.
GARROD, P. and KINNELL, M. (1997) Towards library excellence: best practice
benchmarking in the library and information sector. In: J. Brockman, (ed.) Quality
management and benchmarking in the information sector. Results of recent
research. British Library Research and Innovation Report 47.London: Bowker-
Saur, 305-398.
GOODALL, D. (1988) Performance measurement: a historical perspective. Journal
of Librarianship, 20 (2), 128-143.
GREAT BRITAIN.CABINET OFFICE (1991a) The Citizen's Charter - raising the
standard. London: HMSO.
GREAT BRITAIN.CABINET OFFICE (1991b) Competing for quality. London:
HMSO.
GREAT BRITAIN.CABINET OFFICE. (1992) The Citizen's Charter: Charter
Marks scheme 1993. Guide for Applicants. London: Central Office of Information.
325
GREAT BRITAIN. DEPARTMENT FOR CULTURE, MEDIA AND SPORT.
(1997) Annual library plans: guidelines. London: DCMS.
GREAT BRITAIN. DEPARTMENT FOR CULTURE, MEDIA AND SPORT.
(2000) http: I/www. culture. gov . uk/heritage/index
GREAT BRITAIN. DEPARTMENT OF THE ENVIRONMENT. (1984)
Recreation management training committee: final report. London: HMSO.
GREAT BRITAIN. OFFICE OF ARTS AND LIBRARIES. (1990) Keys to success:
peiformance indicators for public libraries. London: HMSO.
GREAT BRITAIN. OFFICE OF ARTS AND LIBRARIES. (1991) Setting
objectives for public library services. London: I-IMSO.
:R0NRO0S, C. (1990a) Relationship approach to marketing in service contexts:
;he marketing and organisational behaviour interface. Journal of Business Research,
?0, 3-11.
GRONROOS, C. (1990b) A service quality model and its marketing implications.
fn: Clark, G. (ed), Managing service quality. IFS Publications, 13-18.
GUMMESSON, E. (1987) The new marketing - developing long-term interactive
relationships. Long Range Planning, 20 (4), 10-20.
INSTITUTE OF PUBLIC ADMINISTRATION. (1998) Administration Yearbook
and Diary. Dublin: Institute of Public Administration.
IRELAND. DEPARTMENT OF EDUCATION. (1997) Targeting sporting change
in Ireland. Sport in Ireland 1997-2006 and beyond. Dublin: Department of
Education.
IRELAND. DEPARTMENT OF THE ENVIRONMENT AND LOCAL
GOVERNMENT (1996) Better local government: a programme for change.
Dublin: Stationery Office.
IRELAND. DEPARTMENT OF THE ENVIRONMENT AND LOCAL
GOVERNMENT (1998) Branching out. A new public library service. Dublin:
Stationery Office.
IRELAND. DEPARTMENT OF AN TAOISEACH. (1999) Implementing the
information society in Ireland: an action plan. Dublin: Stationery Office.
326
IRELAND. Freedom of information act, (1997). Dublin: Stationery Office.
KOTLER, P. and ANDREASEN, A.R. (1996) Strategic marketing for nonprofit
organizations. 5th ed. New Jersey: Prentice Hall.
LEICESTER CITY COUNCIL. (1991) Leisure in Leicester 2000. Leicester:
Leicester City Council Leisure Services Department.
LEICESTER CITY COUNCIL ARTS AND LEISURE. (1998) Service plan.
Leicester: City Council.
LEICESTER CITY COUNCIL LEISURE SERVICES DEPARTMENT. End]
Quality strategy. Leicester: Leisure Services Department.
LEICESTER CITY LIBRARIES. (1999) Annual library plan: looking to the future.
Leicester: City Council Arts and Leisure.
LIBRARY ASSOCIATION (1994) A charter for public libraries. London: Library
Association.
LIBRARY ASSOCIATION (1995) A model statement of standards. London:
Library Association.
LINE, M. (1995) Needed: a pathway through the swamp of management literature.
Library Management, 16 (1), 36.
LINLEY, R. and USHERWOOD, B. (1998) New measures for the new library: a
social audit of public libraries. Sheffield: University of Sheffield Department of
Information Studies. British Library Research and Innovation Centre Report 89.
MACDOUGALL, A. (1991) Performance assessment: today's confusion,
tomorrow's solution? IFLA Journal, 17 (4), 371-378.
MCCOURT, J.D. (1994) A framework for evaluating the relational extent of a
relationship marketing strategy: the case of nonprofit organisations. Journal of
Direct Marketing, 8 (2), 53-65.
MATTSSON, J. (1994) Improving service quality in person-to-person encounters:
integrating findings from a multi-disciplinary review. The Service Industries
Journal, 14 (1), 45-61.
MILNER, E., KINNELL, M. and USHERWOOD, B. (1997) Quality management
and public library services - the right approach? In: J. Brockman, (ed.) Quality
327
management and benchmarking in the information sector. Results of recent
research. British Library Research and Innovation Report 47. London: Bowker-
Saur, 121 - 262.
MOSSCROP, P. and STORES, A. (1990) Total quality management in leisure. A
guide for directors and managers. In association with the Institute of Leisure and
Amenity Management. Manchester: Collinson Grant Consultants.
NATIONAL STANDARDS FOR PUBLIC LIBRARIES (2000) 23 steps to pleasing
the DCMS. Library Association Record, 102 (6), 303.
OAKLAND, J. (1994) Total quality management. 2nd ed. Oxford: Butterworth
Heinemann.
ORR, R. (1973) Measuring the goodness of library services: a general framework
for considering quantitative measures. Journal of Documentation, 29 (3), 3 13-332.
PARASURAMAN, A. ZEJTHAML, V.A. and BERRY, L.L. (1985' A conceptua)
model of service quality and its implications for future research. Journal of
Marketing, 49[3] Fall, 41-50.
PORTER, L. (1992) Quality assurance: going round in circles. Aslib Information,
20 (6), 240-241.
POVEY, B. (1993) Continuing improvements. Total Quality Management, 5 (6),
37-40.
SOUTH LANARKSHIRE COUNCIL. (1998) At the core of the community. Service
statement for the Community Resources Department, 1998-2002. Hamilton: South
Lanarkshire Council.
SUTTON LEARNING FOR LIFE. (1999) Library, Heritage and Registration
Services Business Plan 2000-2003. Sutton: Learning for Life.
SWISS, J.E. (1992) Adapting total quality management to government. Public
Administration Review, 52 (4), 356-362.
TAYLOR, L.T. (1992) Quality. total customer service. Century Business.
TORKILDSEN, G. (1992) Leisure and recreation management. 3rd ed. London: E
&FNSpon.
328
USHERWOOD, B. (1995) Quality management and public library services. In: P.
Wressell (ed.) Proceedings of the is: Northumbria International Conference on
performance measurement in libraries and information services, 31 August to 4
September 1995. Newcastle upon Tyne: Information North for the Department of
Information and Library Management, University of Northumbria at Newcastle.
WALSH, K. and DAVIS, H. (1993) Competition and service: the impact of the
Local Government Act 1988. London: HMSO.
WILKINSON, A., REDMAN, T., and SNAPE, E. (1993) Quality and the
manager. Corby, Northants.: Institute of Management.
WILSON, D. and GAME, C. (1994) Local government in the United Kingdom.
Basingstoke: Macmillan.
329
Chapter Eight
The way ahead: future developments, conclusions and recommendations
8.1 Introduction
In this final chapter areas of future development for marketing of library services
are discussed with reference to the comments of the questionnaire respondents and
the case study participants. The effect of local government reorganization and the
establishment of the new unitary authorities on future opportunities for marketing
principles and practice by library managers is also considered.
Conclusions based on the evidence of the research findings are made with reference
to the original hypotheses, to demonstrate their validity. The hypotheses are:
1. Marketing principles, which have been modified to meet the needs of
not-for-profit services, are essential for the delivery of effective public
library services.
2. The successful implementation of such relevant marketing principles and
practice in public library services, is dependent on the following
organizational, environmental and cultural constraints:
• the extent of customer orientation and marketing expertise in the
library service;
• the political environment and the influence of both local and
central government policies on resourcing and service delivery;
• the movement of local authority culture towards a market-focused
orientation.
Recommendations for further research are also presented in this chapter.
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8.2 Marketing services and the future
The final question of the questionnaire survey in 1991 invited library and leisure
managers to comment freely on their views of the opportunities for the future
development of marketing services. Seventy three per cent of UK library managers
and 76% of leisure service managers made comments. Just half of the Irish library
respondents and 56% of Irish leisure managers commented on the opportunities for
marketing in the future. The main themes highlighted by these comments are
discussed below with reference to the case study and documentary evidence. These
themes are discussed with reference to developments since 1991, as followed up in
the case studies and relevant literature.
8.2.1 Resourcing and cuts
Overall, the most common theme raised by the survey respondents was that of poor
levels of resources, staffing, time, and political initiative to facilitate the
development of marketing opportunities in the future. Twenty nine per cent of UK
library managers who commented were concerned with this problem:
The ability to take advantage of opportunities depends upon staff availability
and competing demands. Most the existing staff resources have to be
devoted to meeting existing service demands. Marketing is a luxury which
consequently is limited.
Marketing costs money. At present all available resources are being used to
try and keep services running.
Opportunity is plentiful; political will and resources do not match up.
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As in the UK, many comments from Irish librarians (33%) referred to lack of
resources in terms of time, funding and staff to undertake marketing activities:
Very much dependent on financial and staff resources. At the moment any
additional funding would probably be subsumed by other priority areas. I
think a marketing policy can only be a consideration in well established and
highly developed library authorities.
Like their librarian counterparts, the greatest number of comments (20%) from UK
leisure managers were concerned with limited resources and the fear that marketing
opportunities would consequently be restricted:
Effective marketing within our department depends on the establishment of a
small marketing unit within the department. We are most unlikely to get
funding for this.
The majority of comments from Irish leisure managers revealed concern at the
general lack of marketing of facilities and services in general:
If new extended facilities are not added to most Local Authority pools, and
marketing improved (or even introduced) then pools could close down.
There is the potential for the development of a clear marketing plan and
strategy.
Most of the case study authorities experienced cuts in budget as well as
restructuring and political changes during the period of the study. Leicester Leisure
Services, for example, faced cuts of over 12% and was also preparing for unitary
status between 1994-1997. Marketing strategies were, however, still central to the
quality management initiative and were being updated and reassessed in the light of
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these changes. Unitary status also involved the promotion of a new authority with
relevant aims and image to appeal to the community. The review of income
generating services, sponsorship opportunities, and rationalizing of buildings were
also high on the agenda for unitary status. The aim was to market services as dual
use facilities as much as possible, so that actual service provision was not affected
to any great extent. The new City Library Service was required to raise its income
generation target by £36,000 in 1999, at the same time as introducing extensive
ICT facilities and services in all libraries. The consequent necessity to offset some
of these costs would affect the planning and development of new services (Leicester
City Libraries, 1999).
Marketing budgets and staffing levels were reported as extremely stretched, if not
actually cut, in a number of the case study authorities, notably in those facing
unitary status. Marketing was at a stage of static development in a number of these
authorities. In the new authority of Flintshire, for example, both the training officer
and the marketing officers' posts had been cut in the months before unitary status
was implemented. No training courses had been attended in the previous year and
little time was available for service planning or development. Even the corporate
budget for marketing the new authority had been reduced to a minimum.
The lack of capital investment combined with continual annual budget cuts in local
authorities was a major concern for both library and leisure managers in trying to
maintain a consistent level and range of service provision:
if you keep running out of resources you are going to have to stand up and
say "we just can't keep whittling away at the surface any more", and some
of them will have to go. I think libraries will be one of the last to go but
unless things change, I don't see local authorities being able to hang on to
theatres or leisure services in the next ten years (Director of Leisure
Services).
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The issue of service cuts and rationalization, so prominent in the minds of library
managers surveyed over the period of this study (199 1-1999), was brought to
national prominence by the threat of several local authorities, especially in London,
to close many branch libraries and significantly reduce opening hours in others. The
Minister for Culture, Media and Sport was forced to intervene by reminding 21
local authorities of their statutory duty to provide comprehensive library services.
He was also quoted as saying that:
Local libraries lie at the heart of local communities across the country, and
the Government believes they have a key role to play as 'street corner
universities' (Smith, 1999).
Since 1997, a number of funding initiatives had become available in the UK, from
which local authority services were able to benefit. New Opportunity Funding
(NOF) was used by Leicester City Libraries, for example, to improve services in
previously neglected and deprived outer city housing estates; in 1999 Sutton
Libraries were bidding for NOF to train staff in ICT skills; funds from the Single
Regeneration Budget were used to increase computing facilities and Internet access
in another area of Leicester. The Department for Culture, Media and SportlWolfson
Challenge funding was used to provide a range of new ICT services in Leicester
City Libraries. Senior managers also hoped to receive Capital Modernization Funds
towards the development of learning centres in the city (Leicester City Libraries,
1999; Sutton Learning for Life, 1999).
In Ireland there was a commitment to invest more resources in public libraries at
the end of the 1990s. The Department of the Environment and Local Government,
in its 1998 policy report on public libraries, recommended a capital investment of
IR93.5 million over eight years. Local authorities had also increased their funding
of libraries since 1995. Central government planned to provide IR6 million on
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providing computers and Internet access in all public libraries (Chomhairle
Leabharlanna, 1999).
However, income generation and resourcing problems continued to play a major
part in management and marketing planning policy at the end of the 1990s:
Getting the balance right between generating sufficient income to maintain
services and deterring people on low income using the service is difficult.
Libraries have a key role in combating social exclusion through making
information, leisure and cultural resources freely available to people
(Leicester City Libraries, 1999, 4.1.5).
8.2.2. The corporate approach and the future of ota1 authort' sr'cs
Many library managers saw the development of marketing very much in terms of a
corporate approach by the converged leisure services department and/or the
authority as a whole (27 % of those who commented). These views partly reflected a
recognition that specific skills were necessary to implement effective marketing
practice, and also that a coordinated approach would make more efficient use of
limited resources as well as projecting a corporate image for the authority. The
effects of reorganization and restructuring were generally expected by this group to
be a beneficial influence on the implementation of marketing principles and
practices:
(Marketing opportunities) have much improved since the library service
became part of the Leisure Department, which saw the creation of a
marketing unit. Libraries have benefited considerably from greater access to
marketing resources and this will lead to a greater definition of policy
priorities and strategy.
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We have recently undergone restructuring; future developments are
uncertain but hope to adopt a professional approach to marketing through the
leisure services marketing officer.
As a small authority, planned marketing at a professional level is best done
in conjunction with neighbouring library authorities or through a corporate
approach from the Local Authority.
The importance of leadership in terms of marketing orientation was an important
element in marketing library services in the future. In Wales, the Deputy Director
of Library Services for Clwyd was made Director of Culture, Leisure and Libraries
for the new unitary authority of Wrexham. Here both the importance of libraries
and marketing would be a key factor in the new management structure, with a
marketing officer appointed to train staff and to coordinate and develop marketing
practice:
The brief is to make sure people are aware of the need always to market,
and what is required to do that; to be able to produce marketing materials
and also help raise sponsorship (Director of Culture, Leisure and Libraries).
Not all authorities, however, provided the necessary leadership or co-ordinated
approach needed to develop marketing; only 7% of library respondents mentioned
that new staff with marketing skills were being appointed. The lack of existing
marketing orientation and structures was highlighted by respondents who noted the
low levels of staff awareness and organizational commitment to marketing:
Library services are part of an authority-wide strategy. Lip service is paid to
the need for a strategy but at present on an ad hoc basis. There is very little
coordination between departments. Unless a leadership initiative emerges the
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library service will merely continue on present lines re extensive
promotional programme.
Only two Irish chief librarians referred to the need for a strategic approach to
marketing such as a local authority marketing initiative which would provide
support for the library service:
Ideally, I would see a "marketing officer" working for the local authority
who would be available to give advice to all section heads on marketing.
There is a huge "marketing" exercise required by local authorities to
promote services, including libraries.
One of the roles of the proposed National Coordinating Body for library and
information services in Ireland would be to develop a strategic marketing plan in
order to adopt a global approach to meeting the needs of users (Chomhairle
Leabharlanna, 1999).
Seventeen per cent of UK leisure managers who commented stated that future
marketing was dependent on the development of compulsory competitive tendering
(CCT), and a further 15% stated that their marketing policies were under review or
being developed. Only 5 % commented that new marketing personnel were being
appointed. There were differing views of the impact of CCT on future marketing
activities:
We are going through the traumas of CCT at the moment. Marketing
becomes of increased importance to individual leisure sites to maintain their
business, but council-held values and objectives are being diminished in the
process.
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Given the implications of CCT, the future of marketing development must
be fully justified and accountable and, due to budget constraints,
significantly more cost effective.
CCT will allow for better direction to marketing activities than is possible
within the current council structure and organization.
(Opportunities are) limited with possible CCT cloud. Too much emphasis on
cuts.
The attitudes to, and levels of awareness of, marketing principles and practice
amongst elected members was referred to by a number of responàents as 'nan1g a
negative effect on future development:
.our resources are very limited. Our major leisure facilities are heavily
used so marketing is perceived by members as not important.
Having hardly been recognised in the past, the opportunities are great.
However, senior management and member lack of awareness will be a
constant constraint.
The actual existence of local authority library and leisure services in the future was
a concern raised by some of the case study managers. The main problem was seen
as council contractions and mergers of services:
We leisure directors get fewer and fewer each year as the divisions get
merged, or other services get put into leisure. I would say that's the main
threat to library services - they get put into education, for instance. And if
that happens they could disappear faster because education departments are
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rapidly on the way out and could soon disappear altogether (Director of
Leisure Services).
These remarks, made in 1996, were interesting in view of subsequent restructuring
in Sutton in 1999. In advance of government requirements for local government
modernization, the Council reorganized the departments to form 18 service units
within four strategic groupings. Leisure services (arts and recreation) were placed
with environment, and libraries, heritage and registration services comprised one
service unit grouped with education. The repositioning of the library service with
education was seen by senior library managers as very advantageous for the service,
facilitating and extending the libraries' role within the national learning for life
agenda.
In Scotland and Wales the changes involved in devolution will also have a
significant effect on the marketing of services in local authorities. One marketing
manager reported that education and social services would probably be taken out of
local authority control altogether in Scotland. Education departments (which often
include library services, as in South Lanarkshire) may become national agencies
which would be cheaper to run. The uncertainty of future political and
organizational structures was reflected in the first service statement for the new
South Lanarkshire Community Resources Department in 1998:
The arrival of the Scottish Parliament will transform politics in Scotland. At
the time of writing it is difficult to summarise how Community Resources'
role will be affected by the Parliament.. .Community Resources will seek to
work in partnership with the Parliamentary representatives to ensure that
local interests remain prominent as national policy is applied (South
Lanarkshire Council, 1998, 20).
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8.2.3 Service development opportunities
The concept of marketing as simply a promotional tool was evident in the majority
of responses from Irish librarians, many of whom saw opportunities for marketing
with the opening of new buildings and/or service points in the future. There was
evidence of marketing knowledge amongst some Irish leisure managers, but they
were often constrained by very poor levels of resourcing. Some of the case study
librarians were keen, however, to develop promotional efforts particularly in
connection with outreach activities such as activities and talks held within library
premises. The development of consumer health information provision in public
libraries was a new area being considered (MacDougall, 1998). One of the Irish
leisure managers was also keen to develop the health and fitness aspects of the
service through referrals from general practitioners and contacts with local sports
medical centres.
In its National Policy for Libraries and Information Services, key recommendations
made by An Chomhairle Leabharlanna included the development of coordination
and partnership strategies in order to deliver appropriate services for the
information age. There was a particular need to improve support to lifelong
learning and the upgrading of skills necessary to sustain economic growth.
Coordination at national level would facilitate the setting of priorities and attract
funding. The establishment of partnerships at local level would improve the cost-
effectiveness of service delivery, widen the user base, and develop new services:
We should think and act globally and holistically in order to identify and
satisfy information needs that cross over different sectors. Users of libraries
and information services will be the chief beneficiaries of this approach
(Chomhairle Leabharlanna, 1999, 196).
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In a SWOT analysis conducted in 1996 by the marketing unit of the Department of
Leisure and Community Services in Birmingham, opportunities included the fact
that the department provided more good news than any other department through its
extensive range of media coverage, as well as service and policy developments.
Another important marketing opportunity highlighted was further research:
Aside from the need for more market research to inform service
development, the publication of statistics and research data which quantify
value is one of the most powerful ways of substantiating key messages:
Examples would be:
• Increase in demand for 'educational' services or information...
• Studies on role of leisure management in today's society...
• How our performance compares with other Leisure authorities
etc... (Birmingham City Council Department of Leisure and Community
Services, 1996, np).
The importance of research was also highlighted as a main priority in delivering
services to the highest standard in the Birmingham Libraries Strategy 1995-1998
(Birmingham City Council Department of Leisure and Community Services,
[nd.],21). Key areas for development were identified as services for the increasing
elderly population, larger numbers of school aged children, and increased black and
minority ethnic communities, unemployed, and single parents:
A shifting social demography within the City, increased poverty, the crisis
in all sectors of education, the emergence of an unskilled and deskilled
labour force and the impact of recession have all had implications for the
public library service in ways which were never originally envisaged.
Library services, because they have remained accessible to local people,
have been best placed to meet the needs arising from failed economic and
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social policy (Birmingham City Council, Department of Leisure and
Community Services, [nd.],13).
One of the main opportunities for service development in recent years has been in
the area of information and communication technologies (ICT). This was reflected
in the Leicester Arts and Leisure Service plan which prioritized ICT in its targets
for the new city library authority:
To provide ICT and Internet access at all city libraries by 1999, directly
accessible to local people.. .To produce an Information Communications
Technology strategy for libraries, to take into account the emerging national
strategy, including the National Grid for Learning, New Opportunities
Fund, People's Network and the potential for local networks within schools
and other local agencies (Leicester City Council, 1998,16).
By the end of 1999 not all libraries in Leicester had met the target for ICT, but bids
for further funding for both equipment and staff training were in place, as referred
to above (8.2.1).
The importance of ICT to the marketing of library services cannot be
overestimated, both in terms of new services and as a new marketing tool to
promote and provide information on libraries (Library and Information Commission
Working Group on Information Technology, 1997). As other studies have shown,
marketing of leisure and library services on the Internet was increasing in
popularity and importance (Murray and Sargent, 1997;Webber, 1997; Johnson,
1996). However, this was not an area commented on by respondents to this survey
in connection with future opportunities for marketing. This may be due to the
resources and commitment needed (particularly time) to establish and maintain Web
pages; that it was perceived as mainly a local authority corporate initiative; and that
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access to the Internet was still only available to a relatively small percentage of the
community.
As part of its commitment to lifelong learning, the UK government promised to use
ICT to deliver these benefits as widely as possible. The People's Network project
aims to connect all public libraries to the Internet by the end of 2002. Funding was
provided through the New Opportunities Fund to cover staff training, content
creation and lifelong learning centres and grids. Libraries were also expected to
form partnerships with other learning and information agencies to ensure 'joined
up' services and that opportunities were inclusive (People's network, 2000). In
Sutton, the library service had already formed a partnership with the local colleges
to provide ICT training.
The Irish government made a commitment to fund the provision of ICT and Internet
access in all public libraries in Ireland, as part of its implementation plan for the
information society (Ireland. Department of An Taoiseach, 1999). Other
developments, such as the Information Act in 1997, have encouraged the use of ICT
at national level and aim to advance social inclusion and-public empowerment. In
the recent national policy for libraries and information services, An Chomhairle
Leabharlanna (the library council) set out a range of recommendations for greater
access to information, including the provision of a public access network for Ireland
(PAN Ireland). In addition, a National Coordinating Body would coordinate the
implementation of the national policy recommendations, represent stakeholders, and
address the information needs of all users (Chomhairle Leabharlanna, 1999).
One of the last reports from the UK Library and Information Commission (replaced
in April 2000 by the Museums, Libraries and Archives Council, and renamed
Resource) was a restatement of the need for a national information policy for the
UK, Keystone for the Information Age, (Library and Information Commission,
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1999). This report stressed the need for a framework within which recent initiatives
and developments could be coordinated, as required by Best Value:
We are dealing with changes that pervade our entire economic, social,
cultural and political systems. The inter-relationships between the different
systems are such that there is much to be gained from coordinated
development and much to be lost from fragmentation. Information policy,
for example, has a bearing on:
• industrial and commercial competitiveness
employment and the creation of high value-added job opportunities
lifelong learning and the effectiveness of the education and training
system
• social inclusion and access to services and opportunities
• healthy living and the effectiveness of the NHS
• the efficiency and effectiveness of public services
• participation in the democratic process
• regional development
• cultural identity and diversity
• intellectual rights (Library and Information Commission, 2000, 2).
All of these issues are relevant to the work of public libraries and highlights their
role as free public access points to information, advice and lifelong learning. The
opportunities for public libraries to play a major role in the implementation of a
national information policy for the UK should not be ignored.
8.2.4 New quality initiatives
The issue of quality management of services was important to several of the case
study library and leisure authorities, as already discussed in chapter seven. This will
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play a significant part in the future marketing practices of all local authority
services through the government's Best Value initiative and requirements for public
library plans. Benchmarking principles and self-assessment toolkits have been
proposed as useful tools in the provision of cost effective and high quality services
(Brockman, 1997; Jones, Kinnel 1 and Usherwood ,2000).
The quality approach was stressed in Leicester's Arts and Leisure Service Plan in
1998:
The Department is firmly committed to Best Value, to ensure resources are
used as effectively as possible and that the best possible value for money and
quality standards are achieved (Leicster City Council, 1998, 28).
By the end of 1999, both Leicester and Sutton library services had each produced
two annual library plans as required by the Department for Culture, Media and
Sport (Sutton had also compiled a Business Plan). Their medium term targets for
service developments and delivery reflected the criteria set out to fulfill Best Value.
In Leicester, however, while a post had been created for a Quality and
Development Manager to plan and develop quality management strategies, no-one
had been appointed by 2000. There was consequently a lack of coordination and
strategic planning for quality management initiatives. In addition, there was no
public consultation policy for the library service; performance monitoring had not
been systematically developed; and a management information system was not yet
in place (Leicester City Libraries, 1999).
The core elements of Best Value reflected basic marketing principles in terms of
providing responsive services to meet community needs, using performance
indicators and benchmarking to indicate improvements, and ensuring cost-
effectiveness. Birmingham City Council was one of the Best Value pilot projects
(Best Value, 2000), and South Lanarkshire was one of the first local authorities to
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be allocated Best Value status by the Scottish Office (South Lanarkshire Council,
1998).
The first national standards for UK public libraries were published for consultation
in May 2000 (Great Britain. Department for Culture, Media and Sport, 2000). The
government proposed that all libraries should meet core standards covering opening
hours, the proximity of libraries to users, and the number of new materials bought
annually. In addition, they must show measurable improvements in services in both
the short and medium terms. The standards, which were described as both
challenging and demanding, would be reviewed annually. Changes would be fed
into the guidance on Annual Library Plans which would form a framework for
monitoring performance. Those authorities which did not meet the standards would
have to compile achievable plans for improvement. Standards of user satisfaction
would be measured in regular CIPFA Plus surveys, and Best Value performance
indicators must also be met (National standards for public libraries, 2000, 303).
National standards would ensure that key responsibilities and commitments were
fulfilled in local services, that local councils were made aware of their
responsibilities, and that users were aware of the standards of service which they
had a right to expect. The setting of standards would provide a valuable framework
as a marketing tool to research and provide quality services as demanded by the
public (Brennan and Douglas, 1998).
Another important initiative announced by the British government was a new
quality scheme task force launched at the beginning of 1999. The Modernising
Government Task Force on Quality aimed:
To explore the inter-relationship between quality schemes operating in the
public sector: to examine the scope for improved guidance to services; to
identify and promote best practice; and to consider the possibilities for
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closer working together with a view to enhancing the impact of the different
schemes, and as a contribution to improving the quality of services in the
public sector (Great Britain. Cabinet Office, 1999).
The Task Force would examine the four quality schemes most in use in the public
sector - Charter Mark, the Business Excellence Model, Investors in People and ISO
9000, as well as other related schemes such as the Business Quality Foundation and
the British Standards Institution. All these schemes have been discussed in relation
to library and information services as part of research conducted by the British
Library (Brockman, 1997).
In Ireland a comprehensive review of public libraries also placed emphasis on the
need for quality service delivery and stressed the importance of the role of
marketing principles and practice. The report made a series of recommendations to
improve the levels of research, planning, service delivery, public awareness, and
positioning of libraries nationally. It recommended that:
• .a local marketing plan be developed by each library authority, based on
the results of market research. This should be carried out during 1999 and
should be published. (Ireland. Department of the Environment and Local
Government, 1998, 82).
However, no guidelines were provided, and it was further suggested that the plan
may form part of a local authority wide marketing plan as long as the library
service was clearly identified within it. The first national policy document on
Ireland's libraries and information services welcomed the above recommendations,
and stressed the importance of marketing principles and practice:
A user-focussed organisation is a market-oriented organisation. Marketing,
by which we mean identifying, anticipating and satisfying user needs, must
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pervade our organisations an underlie everything we do. (Chomhairle
Leabharlanna, 1999, 192).
The policy made one hundred and fifty four recommendations for planning, developing
and coordinating library and information services in Ireland (Chomhairle Leabharlanna,
1999).
8.3 Conclusions and recommendations
A study of the use of marketing principles and practice by public libraries in the UK and
the Irish Republic was made between 1991 and the end of 1999, with a study of local
authority leisure services as a comparison. The work has, through a systematic research
methodology, assessed the evidence provided by conducting national surveys, document
collection, case studies, and related literature searches. The research has identified a
number of key elements in the application of marketing principles by public libraries:
• public libraries provide a wide range of services and facilities to a diverse
community with many differing needs, in a frequently changing environment;
• marketing principles effectively and appropriately applied facilitate the delivery of
quality customer oriented library services;
• a range of constraints govern the successful implementation of marketing theories
and practice in public libraries.
These elements affecting the application of effective marketing in public libraries are
discussed below with reference to the hypotheses and the findings of the study.
8.3.1 Planning services to meet community needs and political priorities
Historically, public library and leisure authorities in the UK and Republic of Ireland
had developed within similar local authority structures with little national guidance as to
348
their role (chapter 2.2). The range and breadth of services provided was found overall
to be extensive, particularly in the UK, which led to problems in defining the mission
and objectives of public libraries, evidenced by the low numbers of services which had
statements of aims and objectives (chapter 2.3 and 2.4). The necessity for a strategic
framework within which to implement an effective marketing plan for such a diverse
portfolio of services was identified, with examples from the case study authorities
where this had been achieved. The introduction of Best Value in 1997 and annual
library plans in 1998 had increased managers' awareness of the need to focus on key
objectives (see chapter 2).
Planning and developing services which would meet community needs and, at the same
time, fulfil the political priorities of the elected council, was another constraint for
library managers, as revealed during the case study research. The need to integrate
corporate policies, professional aspirations and customer demands was identified as a
key element in a coherent strategic approach (chapter 2.5). However, the study found
that levels of market research, and systematic segmentation and targeting of library
customer groups were disappointingly low in both the UK and Ireland (chapter 4).
Public libraries were less likely than leisure services to have developed marketing
strategies or plans. The requirement to produce Annual Library Plans from 1998, and
the implementation of Best Value criteria, however, had led to a more focused approach
by managers in the UK, and an increase in strategic planning processes (chapters 2.5,
3.3 and 3.4).
Marketing information was used to a variable and, in many cases, limited degree, with
a strong emphasis on the collection of input statistics and customer through-put data.
There was little evidence in many cases that this was integrated into management
decision making, and in most situations it was of limited use (chapter 4.2.1). There was
some evidence of good quality research in a minority of library authorities, but the
overall level and extent of market research was poor, especially in Ireland. The
implementation of compulsory competitive tendering and contracting out, followed later
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by Best Value, the CIPFA Plus national surveys, and new national public library
standards were, however, catalysts for change in the UK, and new accountable
measures of quality service delivery were being developed (chapter 4.2.1 and 4.2.2). In
Ireland, the new national policy for libraries and information services stressed the
importance of marketing principles and a user-focused approach to service delivery
(8.2.4).
There was an awareness among library managers of the need to improve the
segmentation and targeting of specific market groups in order to provide focused and
relevant cost effective services. The pressure from central government in the UK to
make local authorities more accountable and reduce costs was a key factor in the move
to a more strategic market orientated approach in library and leisure services. However,
the survey revealed little evidence of a systematic use of segmentation or targeting
practices, especially in Ireland; managers were more likely to adopt informal target
policies which were product rather than people orientated, as prioritised by elected
members and the political agenda. There was evidence, however, that the government's
social inclusion policies of the late 1990s were leading to a more systematic approach to
targeting by library and leisure managers in the UK (chapter 4.3).
While the questionnaire response indicated that the overall understanding of the
marketing mix was poor in both libraries and leisure services, there was evidence from
the case studies that this had improved over the period of the study in the UK. In
authorities where a marketing approach had been integrated, evidence of the marketing
mix was found in the compilation of annual library plans in the late 1990s (chapter
5.1.2). In particular, the adoption of more business style management practices had
changed attitudes in relation to pricing of services and income generation, particularly in
leisure services (chapter 5.4). In the past, service development, pricing and service
location/delivery had been based on ad hoc policies determined by historical, economic
and political criteria. Promotion was, however, the most widely understood and
implemented aspect of the marketing mix. This was not surprising since the term
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"marketing" was frequently confused and used interchangeably with "promotion" by
managers (chapter 5.5). The extent of marketing expertise and customer orientation in
public library services had a direct correlation with the successful implementation of
marketing principles, which in turn were essential for the delivery of effective services
(chapter 6.3).
The survey revealed a lack of balance between the requirement to identify community
needs and the overriding political and economic constraints of local government (chapter
4.3 and 6.2.3). The effective use of quality marketing principles and practice in terms
of setting aims and objectives, conducting relevant research, use of management
information, and application of the marketing mix, has been shown to redress this
imbalance. The case study research indicated that these issues were being addressed by
library managers at the end of the 1990s, particularly in the converged services. The
influence of the British government's Best Value policies, based on the need for balance
between the cost and quality of services, was significant here. These new policies
emphasised quality management principles and customer orientation (7.2 and 7.3)
It was shown throughout the study that, as hypothesized, marketing principles, which
have been modified to meet the needs of not-for-profit services, are essential for the
delivery of effective public library services. The comparison with the use of marketing
in leisure services, and specifically in those authorities where library and leisure services
were converged, has revealed that the appropriate adoption of marketing principles and
practice has led to a more focused management approach and to more effective service
delivery (chapter 1.2.2, 3.4.1 and 7.2)..
8.3.2 Marketing culture and customer orientation
There was a poor level of awareness and understanding of marketing principles and
practice exhibited overall by library and leisure managers in both countries. UK leisure
managers were more likely to have a marketing orientated approach to service delivery
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due largely to the impact of CCT in local authorities (chapter 3.2). The lack of
marketing orientation was particularly apparent in the extent and level of strategic
planning in public library services. Planning documentation for service development
was mainly short term, lacking a strategic approach and with little marketing content
(chapter 3.3.1). As demonstrated by some of the case studies, leisure services and the
converged leisure and library directorates tended to have a more developed marketing
orientation than the traditional library authorities (chapter 3.3). There were examples of
good practice amongst some library authorities, however, as exemplified by Ciwyd and
Birmingham library services. Subsequent government reviews of public libraries in the
UK and in Ireland meant that library and leisure authorities were required to produce
regular planning documents. The later stages of the research detected an overall
improvement in the awareness of marketing planning and customer orientation in the
UK case study authorities, due to recent government initiatives such as annual library
plans and Best Value policies (chapter 3.3 and 7.3). An encouraging development in
Ireland was provided by the recently produced national policy on libraries which
stressed the need for a market-orientated approach to service delivery (chapter 7.3).
It was clear that total commitment, as well as expertise, from senior managers was
necessary to implement a customer orientated approach to library service delivery, and
that an awareness and understanding of marketing principles and practice by all staff
would facilitate this change in organizational culture (chapter 3.4.1). It was obvious
throughout the research (in the questionnaire survey, case studies and documentary
evidence) that many library managers lacked a clear understanding of the full range of
marketing tools and frequently confused marketing with promotion. The lack of training
for staff and the low numbers of designated marketing personnel in library services
confirmed these findings (chapters 6.2 and 7.5). It was noted, however, that those case
study authorities where a marketing oriented culture was in place, such as Clydesdale
and Leicester Leisure Services, and Sutton and Birmingham Library Services, there was
a strong commitment to staff training and development in marketing principles and
practice (7.5).
352
The level of awareness of marketing principles shown by elected members and the
general movement of local authority culture towards a market-focused orientation, was
also a key factor in the implementation of marketing principles in the UK. A significant
number of managers gave the impression of an out of date organizational culture in
authorities generally, with a reluctance to change and adopt new management practices
(chapter 6.3). A dual marketing approach by managers was necessary to assess the
interests and priorities of members in order to gain support for new initiatives aiid
service developments. This highlighted the importance of the relationship between
library managers and politicians, and the need for managers to educate and encourage
members in a marketing orientated culture. The ability of managers to engage in
political dialogue was identified as an important skill in the management of
organizational change and service development (chapter 6.2.4).
These findings validate the view set out in the hypotheses, that the successful
implementation of marketing principles and practice is dependent, amongst other
constraints, on the extent of customer orientation and marketing expertise in the library
service, and on the movement of local authority culture towards a market-focused
orientation. The effects of fundamental reorganization and restructuring of local
government was shown to have a significant impact on the development and
implementation of marketing principles and practice. Preparation for unitary status (such
as in Leicester) and the effects of being absorbed by a much larger authority or split into
smaller authorities with different agendas (such as Clydesdale and in North Wales) had
a detrimental effect on marketing planning and practice, at least in the short term. In
some authorities posts were cut and budgets reduced, while in other services senior
managers' time over several years was taken up with the process of restructuring and
reorganization. In many of these cases it was necessary to build a new market-focused
culture (6.2.3).
353
8.3.3 External and environmental constraints
There were a number of significant external constraints to the successful implementation
of marketing principles and practice in public libraries, most notably those changes
imposed by UK central government legislation. During the period of the study many
library authorities had to manage fundamental changes in the form of substantial budget
reductions, contracting out of services, political direction, local government
reorganization, and the introduction of modernization processes.
The introduction of CCT in UK local government services had a variable effect on the
implementation of marketing practices. While accountability and strategic planning were
improving, some leisure services were cut or reduced, and freedom in service
programming was restricted in some authorities (chapter 6.2.2). While CCT did not
have the same impact on libraries generally, there were strong repercussions throughout
local government. These comprised mainly the introduction of a business style of
management, more devolved budgets, monitoring procedures, and increased
accountability. Specific effects on libraries included the need to generate more income,
and an increased awareness of competitiveness in attracting the market. The adoption of
new management practices, however, was implemented without sufficient training
infrastructure to develop appropriate marketing and quality management skills in public
sector staff and managers (chapters 6.2.2 and 7.5).
By 2000, the introduction of Annual Library Plans and the government's Best Value
initiative focused the attention of senior managers on systematic planning and achieving
a balance between the cost and quality of services, while drawing on best practice in the
public, private and voluntary sectors (chapters 5.4.2 and 7.2).
The effects of local government reorganization (LGR) meant a prolonged period of
planning, restructuring and preparation for the new authorities. As demonstrated in the
relevant case studies, this involved considerable time spent by senior management at the
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expense of other management activities, and many marketing initiatives were neglected,
suspended, or lost during this period. Following the establishment of unitary status,
another period of readjustment and, in some cases, further internal reorganization, left
little time for strategic marketing planning. Evidence from the case studies indicated a
long period of readjustment and joint arrangements which necessitated time consuming
negotiations and restructuring (chapter 6.2.3 and 6.3). However, where library services
retained a high profile in the new authorities, there were opportunities for a positive
outcome in terms of integrated marketing planning in a cross-sectoral approach (chapter
6.2.3).
One of the most disappointing effects of LGR was the continuing cutting of budgets and
consequent loss of marketing posts in some authorities as, for example in Flintshire.
The questionnaire survey had identified a low level of resources generally for market
research in libraries in 1991. In these cases it was hard to see how this situation could be
improved in the short to medium term unless resources were significantly increased.
The lack of long-term central government funding continued to hamper effective service
planning for senior managers throughout the 1990s. However, those authorities
examined in the case studies with existing marketing strategies in place were able to use
marketing tools to facilitate service development and manage the necessary
organizational changes. (chapter 6.2.5).
Public library authorities in Ireland had not been subject to such fundamental change,
except for the Dublin area, where the original city and county library authority was
divided into three new authorities. The lack of business style management and
marketing awareness in libraries demonstrated in the research was also highlighted in a
government review of public libraries, and the recent national policy document. As a
result of these initiatives significant developments were planned (chapters 2.2.2 and
3.3).
355
The research has shown that the hypothesis was valid in stating that the successful
implementation of relevant marketing principles and practice in public library services is
dependent, inter alia, on the political environment and the influence of both local and
central government policies on resourcing and service delivery.
8.4 Recommendations for a quality approach to marketing
The current emphasis on the provision of customer focused services through quality
management, in response to growing consumer empowerment, has highlighted the need
for a marketing orientated culture in local authorities (chapter 7.1 and 7.2). This
research has demonstrated the potentially dynamic role of marketing in the achievement
of quality management in local authorities, specifically in public libraries, in a fast
changing and turbulent environment. It is recommended that the fundamental
reorientation of public service delivery from a product orientated organization to a
customer focused service be managed through the implementation of basic
marketing principles, as demonstrated by examples from the case study authorities
(chapter 7.3).
The research indicated that local authority services lacked flexibility and were generally
slow to implement new quality marketing practices. This was due to a number of
factors, including the lack of trained marketing personnel, the predominance of political
issues, and the lack of marketing orientation of authorities generally; all of which could
inhibit management of a customer focused library service. The generally poor level of
marketing orientation, and the lack of a systematic adoption of a targeted and customer
focused approach to service delivery identified in this study, was the result of a variety
of organizational, cultural and environmental constraints. As demonstrated in some UK
leisure services and converged library and leisure directorates, those authorities where a
marketing approach was adopted were able to sustain a more customer orientated
service delivery, which revealed the symbiotic relationship of marketing and quality
management principles (chapter 7.3). One of the reasons for this was the imposition of a
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business style management culture on UK leisure services through CCT and Best Value.
It is recommended that further research is carried out to investigate the linkages
between marketing tools, benchmarking techniques, and the principles of total
quality management in public library services.
One of the most significant findings of the research was the lack of marketing awareness
and understanding of many local authority elected members, library managers and staff,
particularly in the Irish Republic. The research highlighted, in particular, the vital
influence of senior managers on the organizational culture and its ability to respond to
change and new management practices. It is recommended therefore, that further
research should be carried out into the specific training and continuing education
needs of chief librarians and directors of services in relation to marketing
principles and practices. The need for increased in-house marketing expertise and
training opportunities for all categories of staff and elected members should be
investigated. Such targeted and focused research would reveal more clearly the specific
training needs of all those involved in the effective delivery of a quality customer
orientated library service.
These areas of further research should be carried out within the context of the following
specific objectives:
to identify and recognise the importance of marketing principles and practices in
public libraries;
• to inform service delivery;
• to identify those personnel most in need of training and continuing education in
marketing;
• to facilitate the acceptance by local authority elected members, senior management
and staff of the value of marketing theory, practice and training;
• to avoid duplication of effort and resources in developing future quality marketing
practices;
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to disseminate findings widely;
to provide and promote examples of best practice.
The significance of marketing for public libraries of today and the future is encapsulated
by Weingand:
Effective marketing is critical to a library's success... Ignoring the future can
result only in a perilous tomorrow; working toward a preferred future is the key
to making the library survive - and thrive - into the next century (Weingand,
1998, xi).
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II	 II
MARKETING IN PUBLIC LIBRARIES AND LEISURE SERVICES
QUESTIONNAIRE FOR CHIEF LIBRARIANS
Background information
1, Please indicate the range of services/facilities for which the Libraries Department is
responsible by ticking the appropriate boxes.
El Foreign literature collections
El Lectures
El Film shows/plays/music
El Holiday activities
El
	
Other special activities
El Other, please specify:
[] Business information service
El Online bibliographic searching
El Ethnic minorities services
El Outreach services for elderly/housebound
El Hospital library services
El Prison library services
fl School library services
El Television/teletext
El Viewdata
El Mobile libraries
El Exhibitions
El Room for meetings
2, Please indicate the approximate number of full-time staff in your library service.
El uptolO El 10-25 El 26-50 El 51-75	 El 76-100
El 101-150 El other, please specify:
3. Do you have a written statement of aims/objectives for library services?
El Yes	 El No	 El In preparation
If yes, we would be grateful if you could attach a copy to this questionnaire.
The role of marketing
4. Is there a specific person or team responsible for marketing library services?
El Yes	 El No	 El Proposed
If yes, please give job or team title.
Is this part of your department's responsibilty?
El Yes	 El No	 El Proposed
1
5.	 Is there a specific marketing budget for library services?
D Yes	 No	 Proposed
6.	 If yes, please indicate approximate amount of marketing budget:
upto1OOO	 fl	 £1001-i2000	 D	 £2001-15000
0	 other, please specify
Comment, if any
Current practice
7. Please indicate if there are Sections of the community which you are making a special
effort to target by ticking the appropriate boxes.
L] children	 0	 unwaged/unemployed	 fl	 socially disadvantaged
teenagers	 fl	 the elderly	 1	 business community
	
handicapped []
	
ethnic minorities	 fl	 other, please specify:
8.	 Please indicate your 3 most significant new library services and give the main reason for
their introduction:
New service	 Reason for introduction
i)
ii)
iii)
9. a) Which services do you charge for now? Please list:
b) Which services do you p]jn to charge for from 199 1-1992? Please list:
2
Comment, if any:
10. Which, if any, sections of the community receive price concessions? Please tick
appropriate boxes.	 -
E children	 E unwaged/unemployed 	 E	 socially disadvantagedD teenagers	 fl	 the elderly	 business communityD	 handicapped E	 ethnic minorities	 other, please specify:
11. Who sets the prices of services? Please indicate by ticking appropriate box:
E	 committee	 []	 both committee and chief librarian
chief librarian	 other (please specify)
12. Is there a specific budget for promotional activities?
0 Yes	 No	 [J Proposed
Please indicate approximate amount:
0 up to £1000	 LI	 £1001 -20O0
0	 other, please specify
13. Do you make use of any of the following physical means of promotion? Please tick
appropriate boxes. Please also choose the 3 most effective in communicating with your
target clients and place them in order of importance 1-3.
Tick
0
0000000
000
0
00
logos
signposting off site
illuminated signs on site
plastic carriers
stationery items (e.g. bookmarks, pens, badges etc.)
exhibitions
displays
leaflets/booklists
other publications (e.g. books, pamphlets)
posters
T shirts
local radio/TV— features
- paid advertising
local press
3
Rank 3 most
important
00
LI
nU
0LI
0
LI
LI
0
o
(continued overleaf)
hoardings - council (free)
	 0
000	 other - please list: 	 0
- paid sites
	 0
- local shops
	 0
14. Do you routinely collect information on any of the following? Please tick appropriate
boxes.
Size of building/size of catchment population
Opening hours per thousand population
Number of staff/population
Cost of staff salaries per capita
Number of items of stock/population
Cost per user of stock
Additions to stock per annum/total stock
Discards of stock per annum/total stock
Proportion of stock on public shelves
Loans/active lending stock
Registered users/population
Active users/population
Reservations satisfied in given time/total reservations received
In library use (head count)
Cost per user of equipment
Enquiries received/population
Enquiries received by type
Enquiries satisfied/total enquiries received
Cost of reference and information services per capita
Number of study places available/population
Number of study places in use at sample times
Number of promotional activities/population
Cost per person attending activities
Community groups and societies supported/catchment population
Cost of special/outreach services per capita
User satisfaction
Similar services provided by other organisations
Prices charged by other organisations
Other (please specify):
Is this information collected and updated mainly
El by computer
El manually
000000
0
000
0
000000
00000
00
0Eli
0
0
4
15, Can you provide examples of up to 3 one-off marketing research studies on library
services undertaken during the last 3 years? Please indicate if the study was
conducted in-house (IH) or contracted out (CO), by ticking appropriate box.
IH CO
(i)
(ii)
(iii) D	 E
We would welcome copies of any studies you are able to provide.
Planning and evaluation
16. Is there a written marketing strategy for library services?
	
E Yes	 No	 D In preparation
We would welcome copies of any policy documents etc.
If No, are library services part of a wider Authority marketing strategy?
	
Yes	 No	 E In preparation
17. Is there a specific marketing ian for library services?
fl Yes	 No	 In preparation
We would welcome copies of any documentation relating to this.
How often is the plan reviewed? Please tick most appropriate box:
E	 annually
E every 2-3 years
LI	 every 4-5 years
El	 never
LI	 don't know
LI	 other (please specify):
If No, how is marketing implemented? Please comment:
5
18. What is the perceived value of marketing services in your Local Authority generally?
Please tick the most appropriate box:
essential
very important
important
not particularly important
a waste of resources
Comment, if any:
19. Which of the following best describes how marketing operates in your organisation?
Please tick Qii box.
E
	
It is involved in the general promotion of all services.
It tries to attract people to our premises.
It identifies and satisfies the needs of all users.
U
	
It identifies and satisfies the needs of selected and targeted user groups.
U
	
It ensures that we efficiently control the resources and costs involved in the services
offered.
U
	
other,please specify:
20. Are there any constraints to marketing practices in your Authority? If so, please indicate
priority by ranking in boxes, no. 1 as the greatest constraint and so on.
U
	
objectives decided by committee
U pricing policy decided by committee
U
	
no specific person responsible for marketing
U no specific marketing budget
U no increase in marketing budget
U lack of staff training in marketing practices
U lack of marketing research/data
U
	
lack of performance measures
U
	
other (please specify)
Ei1iredeve1opnient
21, Is any provision made for the training of staff responsible for marketing?
U Yes El No	 fl Proposed
If Yes, is this provided:
El in-house	 El externally	 El both
6
Please give details:
22. Please give brief details of your view of the opportunities for the future development of
marketing library services within your Authority:
7
We would be grateful for the following contact details, which will remain confidential and will
not be used in any computer file.
Name:
Job title:
Employment address:
Telephone:
Would you be willing to discuss your response and/or supply further information for this
study?
EYes	 No
THANK YOU FOR COMPLETING THIS QUESTIONNAIRE
Please return the questionnaire BY 15 MARCH 1991 in the prepaid envelope provided to:
Jennifer MacDougall
Research Officer
Department of Library and Information Studies
Lou ghborough University of Technology
Lough borough
Leicesters hire LE 11 3TU
Direct dial: 0509 223056 	 Fax: 0509 223053
8
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IL	 I	 I
MARKETING IN PUBLIC LIBRARIES AND LEISURE SERVICES
QUESTIONNAIRE FOR CHIEF LEISURE OFFICERS
ackground information
1, Please indicate the range of services/facilities for which the Leisure Services Department is
responsible by ticking the appropriate boxes.
El Sports halls
[I] Leisure centres
El Swimming pools
fl Community centres
El Golf course
El Country parks
El Allotments
El Zoos/nature reserves
El Museums & galleries
El Arts entertainments
fl Theatres & Arts Centres
[1 Tourism
1 Catering
Other, please specify:
2. Please indicate the approximate number of full-time staff in the central Leisure Services
Department (i.e. excluding facility-based and grounds staff).
El up to 10 D 10-25	 26-50	 E 51-75	 0 76-100
0 101-150 fl other, please specify:
3. Do you have a written statement of alms/objectives for leisure servies?
Yes	 No	 In preparation
If yes, we would be grateful if you could attach a copy to this questionnaire.
kr1e of marketing
4. Is there a specific person or team responsible for marketing leisure services?
LJ Yes	 LI No
	
U Proposed
If yes, please give job or team title.
Is this part of your department's responsibility?
0 Yes	 [J No	 ] Proposed
5. Is there a specific marketing budget for leisure services?
DYes	 fl No
	
El Proposed
1
6. If yes, please indicate approximate amount of marketing budget:
up to £1000 [J £1001—L2000 fl £2001-5000
J other, please specify
Comment, if any
Current practice
7. Please indicate if there are sections of the community which you are making a special
effort to target by ticking the appropriate boxes.
[1 children	 [1 unemployed/unwaged	 [=1 socially disadvantaged
LI 13-24 age group [I the elderly	 women
[]handicapped	 ethnic minorities	 other, please specify:
8. Please indicate your 3 most significant new leisure services and give the main reason for
their introduction:
New service	 Reason for introduction
i)
ii)
iii)
9. Which, if any, sections of the community receive price concessions?
Please tick appropriate boxes:
LI children	 unemployed/unwaged fl socially disadvantaged
13-24 age group fl the elderly	 women
handicapped	 [J ethnic minorities 	 [] other, please specify:
Iii. Who sets the prices of services? Please indicate by ticking appropriate box:
LI committee
LI	 chief leisure officer
LI	 both committee and chief leisure officer
LI	 other (please specify)
2
Tick
El
El
El
U
0
0
El
El
0
0
U
0
El
0
0
0
0
0
0
11. Is there a specific budget for promotional activities?
fl Yes	 [I No	 U Proposed
Please indicate approximate amount:
fl upto1OOO	 £1001—±2000	 fl £2OO1-5OOO
LI other, please specify
, Do you make use of any of the following physical means of promotion?
Please tick appropriate boxes. Please also choose the 3 most effective in communicating
with your target clients and place in order of importance 1-3.
Rank 3 most
important
logos
signposting off site
illuminated signs on site
plastic carriers
stationery items (e.g. bookmarks, pens, badges etc.)
uniforms for staff
exhibitions
displays
leafletsfbooklists
other publications (e.g. books, pamphlets)
posters
T shirts
local radiojTV— features
- paid advertising
local press
hoardings - council (free)
—paid sites
- local shops
other - please list:
13, Do you routinely collect information on any of the following? Please tick appropriate
boxes.
Numbers of attendances
U —total
0 - adult
El - juvenile
El - by activity
El - by individual facility area
LI - by target groups
0 - by concession type
U - members/non-members
U - local residents/non-residents 	 rnntiniieA rvpr1e2fl
3	 '---'--,.
U
U
U
U
U
U
U
E1
U
U
U
U
U
U
U
U
U
U
U
User surveys
Income per user
Expenditure per user
Subsidy per user
Salary costs of individual facilities/services
Energy costs of individual facilities/services
Customer satisfaction/dislikes 	 -
Services of other competitors - municipal
private
- voluntary
Prices of other competitors - municipal
- private
- voluntary
Other (please specify):
Is this information collected and updated mainly
E	 by computer
Li manually
14. Can you provide examples of up to 3 one-off marketing research studies on leisure
services undertaken during the last 3 years? Please indicate if the study was conducted
in-house (IB) or contracted out (CO), by ticking appropriate box.
111
	
Co
(i) El
(ii) n
	
El
(iii) u
	
El
We would welcome copies of any studies you are able to provide.
iinning and evaluation
15, Is there a written marketing strategy for leisure services?
Yes	 [] No	 In preparation
We would welcome copies of any policy documents etc.
If No, are leisure services part of a wider Authority marketing strategy?
flYes	 EN0
	
El In preparation
4
16, Is there a specific marketing iaia for leisure services?
Yes	 [] No	 ] In preparation
We would welcome copies of any documentation relating to this.
How often is the plan reviewed? Please tick most appropriate box:
annually
every 2-3 years
every 4-5 years
never
don't know
U
	
other (please specify):
If No, how is marketing implemented? Please comment:
17. What is the perceived value of marketing services in your Local Authority generally?
Please tick the most appropriate box:
U essential
U very important
U important
U not particularly important
U
	
a waste of resources
Comment, if any:
II. Which of the following best describes how marketing operates in your organisation?
Please tick one box.
fl	 It is involved in the general promotion of all services.
U	 It tries to attract people to our premises.
U	 It identifies and satisfies the needs of all users.
U	 It identifies and satisfies the needs of selected and targeted user groups.
0	 It ensures that we efficiently control the resources and costs involved in the services
offered.
Other, please specify:
5
19. Are there any constraints to marketing practices in your Authority? If so, please indicate
priority by ranking in boxes, no. 1 as the greatest constraint and so on.
LI	 objectives decided by committee
LI	 pricing policy decided by committee
LI	 no specific person responsible for marketing
[1	 no specific marketing budget
LI	 no increase in marketing budget
LI	 lack of staff training in marketing practices
LI	 lack of marketing research/data
LI	 lack of performance measures
other (please specify)
Eigir development
21. Is any provision made for the training of staff responsible for marketing?
fl Yes	 []No	 Proposed
If Yes, is this provided:
in-house	 externally [ both
Please give details:
21 Please give brief details of your view of the opportunities for the future development of
marketing leisure services within your Authority:
6
We would be grateful for the following contact details, which will remain confidential and will
not be used in any computer file.
Name:
Job title:
Employment address:
Telephone:
Would you be willing to discuss your response and/or supply further information for this
study?
DYes	 ENo
THANK YOU FOR COMPLETING THIS QUESTIONNAIRE
Please return the questionnaire BY 15 MARCH 1991 in the prepaid envelope provided to:
Jennifer MacDougall
Research Officer
Department of Library and Information Studies
Loughborough University of Technology
Loughborough
Leicestershire LE 11 3TU
Direct dial: 0509 223056	 Fax: 0509 223053
7
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3. Selected correlation analysis tables - UK public libraries
4. Selected correlation analysis tables - UK leisure services
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Question 2
Number of staff in public libraries (FTE)
No. of staff
up to 10
10 - 25
26 - 50
51 - 75
76 - 100
101 - 150
151 - 200
201 - 250
251 - 300
301 - 400
401 - 500
501 - 1000
2000
Not specified
Total respondents
No. of public library
authorities
0
4
21
17
11
35
11
5
9
8
7
7
3
1 39
% total respondents
3
15
12
8
25
8
4
6
6
5
5
1
2
100
Question 4
Person or team responsible for marketing library services
No. library	 % total
authorities	 respondents
Yes
	
60
	
43
No
	 67	 48
Proposed
	
11
	
8
Not specified
	
1
Total number of respondents	 139
	
100
Part of department's responsibility
Yes
	 100	 72
No
	
25
	
18
Proposed
	
5
	
4
Not specified
	
9
	
6
Total number of respondents	 1 39
	
100
Question 6
Amount of marketing budget for library services
No. library	 % total
authorities	 respondents
up to £1000
	
6
	
4
£1001 - £2000
	
7
	
5
£2001 - £5000
	
10
	
7
£5001 - £10000
	
6
	
5
£10001 - £20000
	
5
	
4
£20001 - £30000
	
3
	
2
£50000
	
1
£65000
£120000
Not specified
	
99
	
71
Total number of respondents	 139
	
100
Conunents
Number of comments = 20 (14 g of respondents)
Marketing and promotion combined x 2
Sum made up from a number of budget headings x 3
Included with arts
Included with countryside & heritage sites
Corporate budget for leisure services, cultural services
"We define marketing much more extensively than just publicity".
"Need to define what you mean by marketing budget".
12
7
7
6
4
4
4
4
4
4
3
3
2
2
2
2
2
2
2
Question 8
Significant new services in public libraries
No. of services
Video loans	 40
Compact disc loans	 25
Housebound (inc. Asians) & residential homes 	 25
Community information services/centres 	 19
Talking books & newspapers 	 15
Special needs services for disabled; visually	 15
impaired
General audio visual loans 	 13
Fax
	
13
Mobiles (including special services 	 13
eg. visually impaired; local studies)
Business information	 13
Ethnic minorities	 11
Open learning	 11
OPAC5/automated systems	 8
New libraries/service points 	 8
Children/teenagers	 8
Online searching	 7
Community arts	 7
Services to schools	 7
Employment/careers/training resources 	 6
Improved reference services/information	 5
consultants
Prison services	 4
CD-ROMs
	
4
Computers
	
4
Writing and reading promotions	 4
Subtitled videos	 4
Museums
	
3
European information	 3
Publishing	 3
Geneology	 3
Local studies	 3
Toy library	 2
Council information	 2
Viewdata	 2
Exhibitions	 2
% total no.
new services
Other new services:
Ticket sales/tourist information
Microfilmed newspapers
Microform readers
Hardware loans
Illustrations index
HIV/Aids resource centre
Photocopiers
Prints from archives
Welsh language
Service to traveller children
Bookbus
Photobooths
GCSE support
Marketing
LIP
125 (90%) library authorities cited 1 new service
116 (83%) library authorities cited 2 new services
97 (70%) library authorities cited 3 new services
Total 338 new services cited by the 139 respondents (an average of
2.4 new services per authority)
Question 9(a) (Public Libraries only) 	 Services charged for
No. of authorities	 % total no.
____________________	 respondents
Loans of audio-visual material
	
114
	
82
Photocopying	 83
	
60
Reservations	 57
	
41
Hire of rooms/space etc.	 53
	
38
Video loans	 49
	
35
Fax
	 44
	
32
Requests
	 29
	
21
Picture/print loans	 28	 20
Loans of CDs	 22
	
16
Sales of withdrawn books etc.	 18
	
13
Publications	 18
	
13
Online searching	 17
	
12
Activities/events in libraries 	 14
	
10
Photographs	 12
	
9
Business information services	 12
	
9
Microfilm readers and copiers	 8
	
6
Local studies (reprints, photographs etc) 	 7	 5
Music scores & instruments	 7
	
5
Publicity/advertising (of societies etc) 	 6	 4
Exhibitions	 6
	
4
Lectures and talks	 6
	
4
Tickets	 5
	
4
Software	 5
	
4
Talking books	 4
	
3
Printouts	 '3
	
2
Catering	 3
	
2
Carrier bags	 2
Study carrels	 2
Photobooths	 2
Concerts/recitals	 2
Private schools 	 2
Private homes	 2
Theatre	 2
Prisons	 2
Personal computers
Record cleaning
Hardware/equipment loans
Enquiries from non-residents
Information consultants
Outdoor chess
School library service
Medical library staff
Hospital library services
Toys
LADSIRLAC
Preste].
"None"
"Everything legally allowable"
"Under review"
NB. Fines and overdue charges have not been included here. Although one or
two librarians included them most did not, and as some mentioned, these
are penalties, not services.
9(b) Services to be charged for in 1991-1992
No. of citations
Video loans	 7
Online searches	 7
Audio visual loans	 6
Hire of premises/space 	 6
Information services to business	 6
Sales of books/merchandise	 5
Reservations	 5
Services to schools (SLS)
	
4
Photocopying	 3
Fax	 3
CD5	 3
Microform copying
	
2
Reproduction of photographs	 2
Talking books	 2
Music scores	 2
Others:
Photographic licenses
Tours of I-IQ building
Directory enquiries
Community information database
Services to private nurseries and playgroups
Society noticeboard
Museum loans
Picture loans
Lost tickets
Research by staff
Services to other council departments
Language cassettes
Response
94 of all respondents cited at least one service charged for at the
time of the survey.
29% of respondents were planning on extending the range of charged
services in the future.
65% were not extending the range of charged services.
6% did not respond to this question.
2 authorities were planning to start charging for some services in the
future.
Question 10
Price concessions in public librarlee
onununity qroup
Elderly
Children
Disabled
Unwaged
Teenagers
Socially disadvantaged
Eusiness community
Ethnic minorities
Concession
	
Yes	 % total
respondents
	
91	 65
	
88	 63
	
62	 45
	
49	 35
	
29	 21
	
15	 11
	
4	 3
	
1	 1
	
No
	
% total
respondents
	
23
	
17
	
26
	
19
	52
	
37
	65
	
47
	8
	
61
	
99
	
71
	
108
	
78
	
113
	
81
18% did not respond to this question.
Other concessions
No fines
Passport to leisure/leisure pass
Other departments of county council
Mobile library users
Blind and partially sighted
Housebound
Arts events
No of citations
2
2
1
1
1
1
1
% of total
respondents
25
9
58
4
4
100
Other:
Question 11
Who sets prices of services in public libraries
Committee	 33
Chief Librarian	 13
Both
	
81
Other
	 6
Not specified
	
6
Total
	
139
Departmental management team
Director of Recreational Services
County Librarian & Community Chairman
Chief Librarians Committee
Librarian & Treasurer
Committee, on Librarian's recommendation
Question 12
Is there a specific budget for promotional activities in public libraries?
No. of library	 % of total
authorities	 respondents
Yes
	 76
	
55
No
	
47
	
34
Proposed
	
10
	
7
Not specified
	
6
	
4
Total respondents	 1 39
	
1 00
knount
up to £1000
£1001 - £2000
£2001 - £5000
Other*
Not specified
Total librarians with promotion
budget
Promotion	 % librarians with
budgets	 promotion	 budget
	
14
	
18
	
20
	
26
	
24
	
32
	
15
	
20
	
3
	
4
	
76
	
100
* Breakdown of other amounts:
£5001 - £10000
	
6
£10001 - £15000
	
3
£15001 - £20000
	
4
£28000
	
1
£30000
	
1
15
Ranking of promotional tools used by public libraries
	Ranked	 1 (%)	 Ranked 2 (%)
Local press	 39	 (28)	 17	 (12)
Leaflets/book lists	 18	 (13)	 23	 (17)
Exhibitions	 11	 (8)	 15	 (11)
Logos	 8	 (6)	 2	 (1)
Displays	 8	 (6)	 13	 (9)
Local radio/TV - features	 5	 (4)	 13	 (9)
Signposting	 4	 (3)	 2	 (1)
Posters	 4	 (3)	 6	 (4)
Plastic carriers	 3	 (2)	 1	 (1)
Other publications 	 3	 (2)	 5	 (4)
Council hoardings 	 1	 (1)	 2	 (1)
Tshirts	 1	 (1)	 0	 -
Stationery	 0	
-	 3	 (2)
Local radio/TV - paid adverts	 0	
-	 2	 (1)
Illuminated signs	 0	
-	 0	 -
floardings - paid sites
	 0	
-	 0	 -
Local shops
	 0	
-	 0	 -
Ranked 3 (%)
	
20	 (14)
	
14	 (10)
	
9	 (6)
	
4	 (3)
	
14	 (10)
	
8	 (6)
	
7	 (5)
	
7	 (5)
	
4	 (3)
	
5	 (4)
	
2	 (1)
	
0	 -
	
3	 (2)
	
1	 (1)
	
1	 (1)
	
0	 -
	
0	 -
= total respondents)
25
27
49
27
0
11
139
% of total
respondents
18
19
36
19
8
100
Essential
Very important
Important
Not particularly important
A waste of resources
Not specified
Total number of respondents
Questi0r 18 The perceived value of marketing services in the local
authority
Conunents
35 librarians commented on the perceived value accorded to marketing
services in the local authority. Most comments fell into the following
broad categories.
Recently recognised as important/recent developments made
	 9
Local Authority awareness improving	 8
Considered important but little or no resourcing 	 5
Not considered important
	
4
Perceived only as promotion/publicity 	 3
Attitudes vary	 3
Others (see below) 	 3
35
Others:
"The district council has a marketing section which promotes all council
Services".
"Libraries do not have a particularly high profile". (Highland Region)
"It is an Education and Library Board". (Northern Ireland)
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42
60
32
5
139
% of total
respondents
30
43
23
4
100
Yes
No
Proposed
Not specified
Total respondents
7
9
37
of total
respondents
5
6
27
In-house
Externally
Both
Question 21	 Is any provision made for training of staff responsible for
marketing?
If yes, how is it provided?
Details on training provided:
10 respondents stated that staff attended training/development courses as
and when necessary/relevant.
3 stated that staff attended general courses which included elements of
marketing.
Other comments on training
"Although no member of staff has responsibility for marketing, external
training has been provided".
"The library service intends to buy in a training session on marketing
for branch librarians and other senior staff".
"A six day training course was provided for the marketing team by a
private training company".
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QuestiOn 2	 Number of staff in leisure services departments (FTE)*
No. of staff	 No. of leisure	 % of total
_____________	 authorities	 respondents
up to 10
	
130
	
35
10 - 25
	
114
	
31
26 - 50
	
49
	
13
51 - 75
	
28
	
7
76 - 100
	
14
	
4
101 - 150
	
15
	
4
151 - 500
	
5
	
1
501 - 1000
	
2
	
1
1001 - 2000
	
1
Not specified
	
15
	
4
Total respondents	 373
	
100
* excludes facility-based and grounds staff
Question 4	 Person or team responsible for marketing leisure services
Yes
No
Proposed
Not specified
Total number of respondents
No. of Leisure
Authorities
180
156
30
7
373
% of total
respondents
48
42
8
2
100
Part of department's responsibility
Yes	 314	 84
No	 28	 8
Proposed	 8
	
2
Not specified	 23	 6
Total number of respondents	 373	 100
QuestiOn 6	 Aniount of marketing budget for leisure services
up to £1000
£1001 - £2000
£2001 - £5000
£5001 - £10000
£10001 - £20000
£20001 - £30000
£30001 - £50000
£50001 - £100000
£100001 - £200000
£260000
Not specified
Total number of respondents
No. of Leisure
Authorities
14
17
78
17
36
17
20
13
11
1 49
373
% of total
respppdents
4
5
21
4
10
4
5
3
3
40
100
Comments:
Number of comments made = 111, 30% of respondents.
30% of those who commented on the marketing budget said that each
facility/service/section has its own marketing budget. Several (6) also
mentioned a centralised budget in addition to this, and marketing budgets
being allocated to specific events.
14% of respondents who commented refer to marketing being distributed
under various budget headings, half of these being specifically mentioned
as advertising and printing. Marketing is also mentioned as being under
the same heading as tourism or including tourism.
6 respondents refer to their marketing budget as being too small.
3 state that the information is confidential.
2 respondents say that the marketing budget may be "deleted" or cut due
to capping of poll tax.
Probably the major problem, often inferred if not actually stated, is
confusion over the definition of marketing itself. Several terms are
used in relation to this including: promotion, advertising, publicity,
information programme, public relations, display, news and information,
printing, market research.
QuestiOn 8
	
Significant new services in leisure authorities
No. of
	
% total no.
services	 of new services
New or upgraded pools	 69
	
9
New leisure/recreation centre/complex	 56
	
7
Community arts development
	
53
	
7
Health & fitness/exercise facilities & classes	 42	 5
Sports hall/stadium/centre 	 37	 5
Parks and rangers	 31
	
4
Play schemes/provision	 28	 4
Tourism information/centres 	 28	 4
Sports development
	
27
	
3
Outreach/housebound/rural areas/mobile leisure	 25	 3
Passport to leisure/leisure card concessions 	 20	 3
Artificial/synthetic/all weather pitches 	 20	 3
Bowls and bowling	 18
	
2
Countryside recreation/access/improvement 	 16	 2
Community leisure/recreation development	 16	 2
Museums and art galleries	 15
	
2
Tennis	 14
	
2
Action sport/Sports 2000 etc	 12	 2
Community centre	 12
	
2
Dual use facilities	 11
	
1
Golf
	
10
Athletics track/facilities	 10
	
1
Service/facilities for women	 10	 1
Marketing and promotion 	 10
	
1
Library development/new mobiles, service points 	 9
Theatres	 8
General expansion/capital development etc	 8
Heritage centre/local studies facility 	 8
Watersports centre/lake	 7
Nursery/creche facility	 7
Walks/pathways	 7
Services for disabled/disadvantaged 	 7
Events	 6
Foreshores & beaches 	 6
Over 50s	 6
Catering	 5
Horticultural and gardens	 5
Client services/departments 	 5
Equestrian centre	 5
Entertainments	 5
Gymnastics	 5
Children & teenagers	 4
Swimming lessons	 4
Amenity site	 4
Climbing wall	 4
Aqua natal swim	 4
Dance/tea dances	 3
Grounds maintenance	 3
Conference facilities	 3
Coaching/training	 3
Programme funding/grant aid 	 3
Bird/butterfly houses; Tropical World
	 3
Under 5s	 2
Farm	 2
Open learning	 2
Roller skating	 2
Hydrotherapy pool 	 2
Velodrome	 2
Exhibitions	 2
Spa pool	 2
Caravans	 2
Ethnic minorities	 2
Refurbishments	 2
Other new services cited once:
Skateboarding
Families
A/V studios
Sports pavilion
Squash
Ice
Landmanagement
Alcohol free disco
Toy library
Craft
Early sessions
Sauna
Cemetery
Halls
Hockey
Videos
Twinning
Customer care
Petangue
Special Olympics
Surcharge of non-residents
Cleaning
Information services
Leisure database online
Principal indoor officer
Policy & programmes team
Computer booking
293 (79%) Leisure authorities cited 1 new service
262 (70%) Leisure authorities cited 2 new services
218 (58%) Leisure authorities cited 3 new services
Total 773 new services cited by the 373 respondents
(average of 2 new services per authority)
Queetiofl 9
	
Price concessions in leisure services
Community qroup
Elderly
children
Unwaged
Disabled
Socially disadvantaged
13-24 age group
Women
Ethnic minorities
Concession
	
Yes	 % total
respondents
	
318	 85
	
306	 82
	
277	 74
	
207	 56
	
115	 31
	
62	 17
	
20	 5
	
12	 3
	
No
	 % total
respondents
40
	
11
52
	
14
	
81
	
22
	
151
	
40
	
243
	
65
	
296
	
79
	
338
	
91
	
346
	
93
4% did not respond to this question.
Other concessions:
% total
respondents
3
2
2
2
1
1
1
1
1
1
1
1
Students
Leisure card holders
Of f peak times
Local residents
Single parents
Low income
Employment trainees
Talented
Under 6s
Members of facilities
Clubs
Chronically sick/medical swim
Tourist venues
Community groups
Helpers
Organised parties
No. Leisure
Authorities
11
9
8
7
5
4
3
2
2
2
2
2
1
1
1
1
But as one respondent mentions "concessions are not target group specific"
in all cases.
Question 10	 Who sets prices of leisure services
No. of Leisure
Authorities
Committee	 96
Chief Officer	 15
Both	 239
Other	 23
% of total
respondents
26
4
64
6
Other:
Total	 373
	
100
Facility managers x 2
Recommendation to committee
Marketing staff
Managers at off peak times
Leisure Officer and all staff committee
Treasurer
Sports Officer, Vice Principal Community & Committee
Committee & Treasurer
Sports Dev. Officer and Recreation Officer
Some facilities committee managed
Liaison with members
Joint use centre management committees
Committee manager
Leisure Officer with Chairman
Committee facility managers with L.S.O.
Members approve core prices
Chief Executive with Chairman
Chief Officer with staff
Committee, marketing & Chief Leisure Officer
Leisure Services management team & committee
Managers & council
Full council
% other
promotional budgets
	
8
	
4
	
14
	
7
	
20
	
9
	
6
	
3
	
4
	
2
	
52
	
25
Question 11
	
Is there a specific budget for promotional activities in
leisure services?
No. of Leisure	 % of total
Authorities	 respondents
Yes
	
210
	
56
No
	
136
	
36
Proposed
	
10
	
3
Not specified
	
17
	
5
Total respondents	 373
	
100
Amount
No. promotion	 % total leisure
budgets	 promotion budgets
Up to £1000
£1001 - £2000
£2001 - £5000
Other*
Not specified
Total leisure promotion budgets
*Breakdo of other promotional budgets:
£5001 - £10000
£10001 - £20000
£20001 - £50000
£50001 - £100000
£100001 - £200000
	
21
	
10
	
17
	
8
	
89
	
42
	
52
	
25
	
31
	
15
	
210
	
100
Question 12
	
Use of promotional tools by leisure services
No. of ticks	 % total
respondents
Local press
	 339
	
91
Leaf lets/booklists	 337
	
90
Logos
	 335
	
90
Uniforms	 318
	
85
Posters
	 298
	
80
Signposting	 285
	
76
Displays	 271
	
73
Exhibitions	 229
	
61
Local radio/TV features	 228	 61
Other publications	 209
	
56
T shirts	 209
	
56
Stationery	 195
	
52
Illuminated signs	 170
	
46
Local radio/paid advertising 	 1 62	 43
Hoardings - council
	
147
	
39
Hoardings - local shops 	 116
	
31
Plastic carriers	 100
	
27
Hoardings - paid sites 	 38
	
10
Other:
No. of citations	 % of total
respondents
Direct mail/leaflet drops 	 30
	
8
Newsletter/in-house newspapers	 12	 3
Adverts on vehicles	 12
	
3
Talks/visits to groups	 12	 3
Word of mouth
	
11
	
3
School visits	 9
	
2
Special/promotional events 	 8
	
2
Press articles/releases	 6	 2
Noticeboards	 5
	
1
Discount schemes	 4
	
1
Tourist Information centres	 3
	
1
Sponsorship	 3
	
1
Customer care
	
2
	
1
Banners
	
2
	
1
Point of sale promotions 	 2
	
1
Parish council
	
2
Videos	 2
	
1
Raffle tickets
Sports development initiatives
Holiday brochure offers
Hotels
Public relations	 1
Staff enthusiasm
Headed notepaper
Customer satisfaction
Stickers	 1
Post offices	 1
Adshels	 1
Library	 1
Mugs	 1
Fluffy bugs	 1
Balloons	 1
Outreach
	
1
Ranking of promotional tools used by leisure services
Ranked 1 (%)
	 Ranked
Local press
Leaf lets/booklists
Logos
Local radio/TV - features
Other publications
Signpost ing
Posters
Local radio/TV - paid adverts
Exhibitions
Council hoardings
Displays
Uniforms
Illuminated signs
Stationery items
T Shirts
Plastic carriers
Hoardings - paid sites
Local shops
	
88	 (24)
	
69	 (18)
	
22	 (6)
	
20	 (5)
	
19	 (5)
	
17	 (5)
	
15	 (4)
	
9	 (2)
	
8	 (2)
	
4	 (1)
	
4	 (1)
	
3	 (1)
	
3	 (1)
	
1	 (1)
	
1	 (1)
	
0	 -
	
0	 -
	
0	 -
2	 (%)
	
74	 (20)
	
64	 (17)
	
10	 (3)
	
19	 (5)
	
13	 (3)
	
19	 (5)
	
28	 (8)
	
14	 (4)
	
6	 (2)
	
7	 (2)
	
15	 (4)
	
14	 (4)
	
0	 -
	
0	 -
	
2	 (1)
1	 (1)
	
2	 (1)
1	 (1)
Ranked 3 (%)
	
57	 (15)
	
50	 (13)
	
26	 (7)
	
21	 (6)
	
9	 (2)
	
9	 (2)
	
31	 (8)
	
11	 (3)
	
13	 (3)
	
9	 (2)
	
12	 (3)
	
15	 (4)
	
5	 (1)
	
4	 (1)
	
1	 (1)
	
3	 (1)
	
0	 -
	
4	 (1)
(% = total respondents)
129
68
93
64
5
14
373
% of total
respondents
35
18
25
17
4
100
Essential
Very important
Important
Not particularly important
A waste of resources
Not specified
Total no. respondents
Question 17	 The perceived value of marketing services in the local
authority
Comments:
101 respondents commented on the perceived value accorded to marketing
services in the local authority. Most comments fell into the following
broad categories:
Only recently recognised as important (eg. CCT)/
recent developments made
Local Authority awareness improving
Considered important but little or no resourcing
Only considered essential by the leisure department
Perceived only as promotion/publicity
Attitudes vary
Important to educate council members
Already have an effective marketing policy
Facilities/services already fully utilised and well known
Not considered at all
Depends on facility/venue
Others (see below)
Total
No. citations
26
17
14
12
5
5
4
4
4
4
2
4
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15
373
% of total
respondents
45
35
16
4
100
Yes
No
Proposed
Not specified
Total respondents
20
62
104
% of total
respondents
5
17
28
In-house
Externally
Both
Question 20	 Is any provision made for training of staff responsible
for marketing?
If yes how is it provided?
Details on training provided:
Training provided as and when necessary/relevant
Chartered Institute of Marketing courses/
qualifications
Diploma in Marketing
Not yet developed/awaiting effects of CCT
ILAM courses
Customer care training
No specific provision
Council organised training
Tourist department organised training
No. citations
20
9
7
6
5
5
5
4
2
APPENDIX B
3. Selected correlation analysis tables - UK public libraries
392
58
71
67
49
46
(42%)
(51%)
(48%)
(35%)
(33%)
(75%)
(94%)
(94%)
(55%)
(73%)
Crosstab 1 Libraries
Questions 1 and 7
	
Service provision correlated with targeting in public
libraries
Service	 Provided (% of total
	
Provided
	
(%)
_______ respondents) and targeted
Business information 1	 04
Elderly and housebound	 130
Elderly housebound/disabled 	 130
Ethnic minorities 	 77
Foreign literature/ethnic mins. 2 101
1. 5 (4%) Authorities indicated that the business community was targeted
but did not have a Business Information Service.
2. 5 (4%) Authorities indicated that they targeted ethnic minorities but
did not have foreign literature collections.
(%) = total respondents)
Marketing budget
Yes
(n = 36)
No
(n = 87)
Proposed
(n = 11)
Column total
Crosstab 3 Libraries -	 -
Questions 4 and 5 Correlation of specific person/team responsible for
marketing with budget for marketing library services
Specific team/person responsible for marketing
Yes	 No	 Proposed f Row(n = 60)	 (n = 67)	 (n = 11)	 ITotal	 %
29 (81%)	 4 (11%)
(50%)	 (6%)
22 (25%)	 61 (70%)
(38%)	 (92%)
7 (64%)	 1 (9%)
(12%)	 (2%)
58	 66
43	 49
3 (8%)
(30%)
4 (5%)
(40%)
3 (27%)
(30%)
10
7
36	 27
87	 65
11	 8
134
100
Crosstab 4 - Libraries	 -	 -	 -	 -
Questions 4 and 16 Correlation of specific person/team responsible for
marketing with existence of a written marketing
strategy in public libraries
Specific team/person responsible for marketin
Yes	 No	 Proposed	 Row
(n = 60)	 (n = 69)	 (n = 11)	 Total	 %
Strateqy
Yes
(n	 4)
No
(n = 115)
In preparation
(n = 18)
4	 -
(7%)
37 (32%)	 68 (60%)
(66%)	 (99%)
15 (83%)	 1 (6%)
(27%)	 (6%)
-	 4	 3
9 (8%)	 114	 84
(82%)
2 (11%)	 18	 13
(18%)
Column total	 56	 69	 11	 1 136
41	 51	 8	 100
Crosstab 5 Libraries	 -- --
Questions 4 and 17 Correlation of specific person/team responsible for
marketing with existence of a written marketing
plan in public libraries
Specific team/person responsible for marketing
Yes	 No	 Proposed	 Row
(n = 60)	 (n = 69)	 (n = 11)	 Total
Plan
Yes
(n = 6)
No
(n = 107)
In preparation
(n = 20)
Column total
%
5 (83%)	 1 (17%)
(9%)	 (2%)
37 (35%)	 60 (57%)
(66%)	 (91%)
14 (70%)	 5 (25%)
(25%)	 (7%)
56	 66
42	 50
-	 6	 5
9 (8%)	 106	 80
(90%)
1 (5%)	 20	 15
(10%)
10	 132
8	 100
Crosstab 6 Libraries
Questions 4 and 18 Correlation of person/team responsible for marketing
libraries with perceived value of marketing in the L.A.
Specific person/team responsible for marketing
Yes	 No	 Proposed	 Row
(n = 60)	 (n = 67)	 (n = 11)	 ITotal	 %
Value
Essential
(n = 25)
V. important
(n = 27)
Important
(n = 49)
Not partic. important
(n = 27)
A waste of resources
(n = 0)
19 (76%)	 4 (16%)
(33%)	 (7%)
14 (52%)	 9 (33%)
(24%)	 (15%)
18 (37%)	 28 (57%)
(31%)	 (47%)
7 (26%)	 19 (70%)
(12%)	 (32%)
2 (8%)
(20%)
4 (15%)
(40%)
3 (6%)
(30%)
1 (4%)
(10%)
25	 20
27	 21
49	 38
27	 21
Column total	 58	 60	 10	 128
45	 47	 8	 100
31
(53%)
12
(20%)
4
(7%)
8
(14%)
4
(7%)
59
49
7	 69	 58
(70%)
2	 22	 18
(20%)
1	 7	 6
(10%)
-	 17	 14
-	 .5	 4
	
10	 120
	
8	 100
crosstab 7 Libraries	 -
Questions 4 and 19 Correlation of person/team responsible for marketing
with the role of marketing in the organisation
Specific team/person responsible for marketing
Yes	 No	 Proposed	 Row
(n = 60)	 (n = 67)	 (n = 11)	 Total I
Role of marketing
General promotion	 31
of all services	 (61%)
(n = 69)
To attract people	 8
to premises	 (16%)
(n = 22)
To identify & satIsfy 	 2
needs of all users	 (40%)
(n = 7)
Identifies & satisfies 	 9
needs of targeted	 (18%)
groups
(n = 17)
Efficient control of	 1
resources & costs	 (2%)
involved In services
(n = 5)
	
Column total
	
51
	
%
	
43
crosstab 8 Libraries
Questions 4 and 21	 Correlation of responsibility for marketing with
provision of marketing training for staff in public
libraries
Specific team/person responsible for marketing
Yes	 No	 Proposed	 Row
(n - 60)	 (n = 37)	 (n	 11)	 Total	 %
Training provision
Yes
(n = 42)
No
(n = 60)
Proposed
(n = 32)
30 (71%)	 10 (24%)
(52%)	 (15%)
13 (22%)	 44 (75%)
(22%)
	
(68%)
15 (47%)
	
11 (34%)
(26%)
	
(17%)
2 (5%)	 42
(20%)
2 (3%)	 59(20%)
6 (19%)	 32
(60%)
32
44
24
	
Column total	 58	 65	 10	 133
	
%	 44	 49	 7	 100
= 7.44 1- 5.38 +	 ..	 +
..298 + 7.97 + 1.338 +
:Q78^ 17b ± 5.9	 35.711
	
= 4	 = S&NIFICANT
:3	 ii	 ±th xoected counts ies than 5.0
Crosstab 12 Libraries
Questions 5 and 17	 Correlation of the existence of a marketing budget with
that of a marketing plan in public libraries
Marketing budget
Yes	 No	 Proposed	 Row
(n = 36)	 (n = 87)	 (n	 11)	 Total	 %
Plan
Yes
(n = 6)
No
(n = 107)
In preparation
(n = 20)
6	 -
(18%)
21 (20%)	 74 (71%)
(62%)	 (87%)
7 (35%)	 11 (55%)
(20%)	 (13%)
-	 6	 5
9 (9%)	 104	 80
(82%)
2 (10%)	 20	 15
(18%)
	Column total	 34	 85	 .11	 130
	
%	 26	 66	 8	 100
Crosstab 13 Libraries
Questions 7 and 10 Correlation of targeting with price concessions in
public libraries
Target group with price Target group with no
concession (no. of Public price concession (no.
Libraries)	 of public libraries)
20
46
21
11
14
50
28
52
Community group
Children
Teenagers
Disabled
Unwaged/unemployed
Elderly
Ethnic minorities
Socially disadvantaged
Business community
62
	 (45%)
15
	 (11%)
38
	 (27%)
17
	 (12%)
50
	 (36%)
6	 (4%)
(%) = total respondents)
(14%)
(33%)
(15%)
(8%)
(10*)
(36%)
(20%)
(37%)
42	 53	 31
33	 42	 25
Crosstab 14 Libraries
Questions 18 and 21 Correlation of the perceived value of marketing with
the provision of staff training in public libraries
Training Provision
Yes	 No	 Proposed	 Row
(n=42)	 (n=60)	 (n32)	 Totall %
Value
Essential
(n = 25)
V. important
(n = 27)
Important
(n=49)
Not partic. important
(n = 27)
A waste of resources
(n	 0)
Column total
%
16 (70%)	 2 (9%)
(38%)	 (4%)
11 (41%)	 8 (30%)
(26%)	 (15%)
13 27%)	 23 ç41%)(31%)	 (43%)
2 (7%)	 20 (74%)
(5%)	 (38%)
5 (21%)
(16%)
8 (29%)
(26%)
13 (2%
(42%)
5 (19%)
(16%)
23	 19
27	 21
27	 21
126
100
ChiSa = 9.058 + 6.ose + 0.077 +
0.444 ± 0.992 ^ 0.277 +
ç.i,f3') ±	 0.277 ^ o.o:4 ±
5,444 +	 7S +	 .4t::	 =
=	 sR-N,FJCpr'4T
Crosstab 18 Libraries
Questions 16 and 18 Correlation of the existence of a specific marketing
strategy for library services with the perceived value
of marketing in the local authority.
Marketing Stratey
Yes	 No	 In Preparation	 Row
(n = 4)	 (n = 115)	 (n = 118)	 Total	 %
Value
Essential
(n = 25)
V. important
(n = 27)
Important
(n	 49)
Not partic. important
(n = 27)
Waste of resources
(n = 0)
Column total
%
1 (4%)	 17 (71%)
(16%)
o	 20 (77%)
(19%)
2 (4%)	 43 (88%)
(41%)
1 (4%)	 24 (89%)
(23%)
o	 0
4	 104
3	 83
6 (25%)
(33%)
6 (23%)
(33%)
4 (8%)
(22%)
2 (7%)
(11%)
0
18
14
24	 19
26	 21
49	 39
27	 21
0
126
100
APPENDIX B
4. Selected correlation analysis tables - UK leisure services
393
Marketing budget
Yes
(n = 215)
No
(n	 130)
Proposed
(n = 25)
Column total
Crosstab 2 Leisure
Questions 4 and 5 Correlation of specific team/person responsible for
marketing with existence of budget for marketing
leisure services
Specific team/person responsible for marketing
Yes	 No	 Proposed	 Row
(n = 180)	 (n = 156)	 (n = 30)	 Total
142 (67%)	 53 (25%)	 16 (8%)
(79%)
	
(34%)	 (55%)
30 (23%)	 95 (74%)
	 3 (2%)
(17%)	 (61%)
	 (10%)
7 (29%)	 7 (29%)
	
10 (42%)
(4%)	 (5%)	 (34%)
	
179	 155	 29
	
49	 43	 8
211	 58
128	 35
24	 7
363
100
ChiSo = i:::g .4 ^ i274 + o.C:'44 +
:17.377 + 29.7E	 ± 5:LC ^
1.975 ^ iO29 ± 34.073 = 118.503
di = 4	 IGN,FICAr'41
1 c!i	 ih	 pctd	 1S3	 5..
Crosstab 3 Leisure
Questions 4 and 15 Correlation of specific person/team responsible for
marketing with existence of a written marketing
strategy in leisure services
Specific person/team responsible for marketing
Yes	 No	 Proposed	 Row
(n = 180)	 (n = 156)	 (n 30)	 Total
Strategy
Yes
(n = 51)
No
(n = 193)
In preparation
(n = 124)
42 (82%)	 7 (14%)
(23%)	 (5%)
63 (32%)	 116 (60%)
(35%)	 (75%)
75 (63%)	 31 (26%)
(42%)	 (20%)
2 (4%)
(7%)
14 (7%)
(48%)
13 (11%)
(45%)
	
51	 14
	
193	 53
119	 33
363
100
	
Column total	 180	 154	 29
	
%	 50	 42	 8
ChiSa = 11.042 + 9.901 + 1.056 +
11.175•-'- 14.219 ±	 o.ii ±
4.334 + 7.520 + 1.28:: =
df = 4	 SINIFICM4Y
1 calls jith •.aected counts lass than 5.0
- Crosstaj, 4 Leisure	 -
Questions 4 and 16 Correlation of specific team/person responsible for
marketing with existence of a written marketing plan
in leisure services
Specific person/team responsible for marketing
Yes	 No	 Proposed	 Row
(n = 180)	 (n = 156)	 (n 30)	 Total I %
Plan
Yes
	 44 (85%)	 6 (12%)	 2 (4%)	 52	 14
(n = 53)	 (25%)	 (4%)	 (7%)
No
	 61 (33%)	 113 (61%)	 12 (6%)
	
186	 52
(n = 188)	 (34%)	 (.74%)	 (40%)
In preparation	 72 (59%)	 34 (28%)	 16 (13%)
	
122	 34
(n = 125)	 (41%)	 (22%)	 (53%)
Column total	 177	 153	 30
	
360
49	 43	 8
	
100
151
Crosstab 5 Leisure	 -
Questions 4 and 17 Correlation of specific team/person responsible for
marketing with perceived value of marketing in the LA
Specific team/person responsible for marketing
Yes	 No	 Proposed	 Row
(n - 180)	 (n - 156)	 (n = 30)	 Total
Value
Essential	 76 (61%)	 34 (27%)	 15 (12%)
(n = 129)
V. important	 28 (68%)	 9 (22%)	 4 (10%)
(n=68)
Important	 53 (58%)	 34 (37%)	 5 (5%)
(n = 93)
Not partic. important	 19 (30%)	 42 (66%)	 3 (5%)
(n = 64)
Waste of resources	 3 (60%)	 2 (20%)	 0
(n = 5)
	1 5 	 38
	
41	 13
92	 28
64	 20
Column total	 179	 121	 27	 327
	
55	 37	 8	 100
ChiSa = CS39 ± 3..24 + 2i21 ±
1.37 + 2.510 + 0.112 ^
O.U()U+	 .b'/±
7T33 + 14. 1b9 ± cs
0.025 + 0.012 + 0.413 = 34.174
d-f = 8	 5JG-('i,FICANT
)K WRNIN9 * 1 cells with cxc tad counts less than 1.0
* Chisauare acoroxirnation Drcbablv invalid
4 cells ith exoected counts less than 5.0
Crosstab 7 Leisure
Questions 4 and 20	 Correlation of responsibility for marketing with
provision of marketing training for staff in leisure
services
Specific person/team responsible for marketing
Yes	 No	 Proposed	 Row
(n = 180)	 (n = 156)	 (n 30)	 Total
Training provision
Yes
(n = 166)
No
(n = 131)
Proposed
(n = 61)
Column total
%
112 (69%)	 40 (25%)
(63%)	 (27%)
	
42 (32%)	 82 (63%)
(24%)	 (56%)
	
23 (38%)	 25 (42%)
(13%)	 (17%)
	10 ( 2 )	 162	 46
(34%)
7 (5%)	 131	 37
(24%)
	
12 (20%)	 60	 17
(41%)
	
177	 147	 29	 353
	
50	 42	 8	 100
ChiSo =	 ^ i1179 ^ 0.823 ±
8.541 ^ 13.8:10	 1.315 +
:L.9 ^ o.00c	 10.14:3 = 59.135
df = 4	 IG-NIFICiM'JT
1 cells itn exoected COUfltS less tfln 5.0
Strategy
Yes
(n = 51)
No
(n = 193)
In preparation
(n = 124)
Column total
Crosstab 10 Leisure 	 -
Questions 5 and 15
	 Correlation of the existence of a marketing budget with
that of a marketing strategy for leisure services
Marketing budget
Yes	 No
(n	 215)	 (n	 130)
Proposed	 Row
(n 25)	 Total %
46 (90%)	 3 (6%)	 2 (4%)
(22%)	 (2%)	 (8%)
85 (45%)	 97 (51%)	 9 (5%)
(40%)	 (75%)	 (38%)
80 (65%)	 30 (24%)	 13 (11%)
(38%)	 - (23%)	 (54%)
	
211	 130	 24
	
58	 35	 7
	
51	 14
	
191	 52
123	 34
365
100
ChiSo = 9.254 + 12.6:: + C..S4 +
5.849 + i23:39 + 1.009 +
113 ± 43
	 ± 2.984 = SC.. .LO
= 4	 5jG-NIFICANT
1 r11s ith exteted COLtflt 1E	 than 5.0
- Crosstab 11 Leisure	 -	 -	 - -	 - -
Questions 5 and 16 Correlation of the existence of a marketing budget with
that of a marketing plan in leisure services
Narketing budget
Yes	 No	 Proposed	 Row
(n 215)	 (n = 130)	 (n 25)	 Total
Plan
Yes
(n = 53)
No
(n = 188)
In preparation
(n = 125)
Column total
%
46 (87%)	 4 (8%)	 3 (6%)
(22%)	 (3%)	 (13%)
82 (44%)	 98 (53%)	 6 (3%)
(39%)	 (75%)	 (26%)
82 (66%)	 28 (23%)	 14 (11%)
(39%)	 (22%)	 (61%)
	
210	 130	 23
	
58	 36	 6
53	 15
186	 51
124	 34
363
100
ChiSa = 774 + 11 824 ± 0.038 ±
.092 + 14.791 + 2.840 ^
1.49 +	 + 4.803 =
= 4	 =G-NIP1CANT
1 ci1 with e<oected aounta less. than 5.0
34
102
64
12
20
75
58
199
198
41
117
152
192
9
71
17
(53%)
(11%)
(31%)
(41%)
(51%)
(2%)
(19%)
(5%)
(9%)
(27%)
(17%)
(3%)
(5%)
(20%)
(16%)
(53%)
Crosstab 12 Leisure
Questions 7 and 9	 Correlation of targeting with price concessions in
leisure services
Target group with price
concession (no. of
leisure services)
Target group with
price concession
(no. leisure services)
Community qroup
Children
13 - 24 age group
Disabled
Unwaged/unemployed
Elderly
Ethnic minorities
Socially disadvantaged
Women
(%) = total respondents
Crosstab 13 Leisure --	 - -	 -	 -
Questions 17 and 20 Correlation of the perceiv value of marketing with
the provision of staff training in leisure serViCeS
Training Provision
Yes	 No
(n = 166)	 (n	 131)
Proposed	 Row
(n = 61)	 ITotal	 %
Value
Essential(n = 129)
V. important(n = 68)
Important
(n = 93)
Not partic. important
(n = 64)
Waste of resources(n = 5)
Column total
%
86 (70%)	 17 (14%)	 20 (16%)
(53%)	 (14%)	 (33%)
28 (42%)	 23 (34%)	 16 (24%)
(17%)	 (19%)	 (27%)
34 (37%)	 42 (46%)	 15 (16%)
(21%)	 (34%)	 (25%)
14 (23%)
	
39 (64%)	 8 (13%)
(9%)	 (31%)	 (22%)
1	 3	 1
(9%)	 (2%)
	
163	 124	 60	 347
	
47	 36	 17	 100
	
123
	
35
	
67
	
19
	
91
	
26
	
61
	
17
	
5
	
I
ChiSci	 13.785 + 16.529 + 0.076 +	 -0,383 + 0.037 + 1.683 ±
1.790 ± 2.764 + 0.034 +
7494 + 13.574 + 0.615 ^
0774 + 0.824 + 0.021 = 60.384
= 8	 G-PJIFICA1JT
W i2RNIN * 1 cells with exoected counts less than 1.0
* Chsauare aoroximation orobablv invalid
cells with exoected counts less than 5.0
Row
Total	 %
	
127	 36
	
67	 19
92	 26
63	 18
5
354
100
Crosstab 17 Leisure	 -	 - -	 --
Questions 15 and 17 Correlation of the existence of a specific marketing
strategy for leisure services with the perceived value of
marketing in the local authority.
Marketing Strategy
Yes	 No	 In Preparation
(n	 51)	 (n - 193)	 (xi	 124)
Yi
Essential	 25 (20%)	 43 (34%)	 59 (46%)
(n = 129)	 (50%)	 (23%)	 (49%)
V. important	 7 (10%)
	
38 (57%)	 22 (33%)
(n	 68)	 (14%)	 (21%)	 (18%)
Important	 11 (12%)	 57 (62%)	 24 (26%)
(n = 93)	 (22%)	 (31%)	 (20%)
Not partic. important	 7 (11%)	 42 (67%)	 14 (22%)
(n = 64)	 (14%)	 (23%)	 (12%)
Waste of resources	 0	 3 (60%)	 2 (40%)
(n = 5)	 (2%)	 (1%)
Columns total 	 50	 183
	
121
14	 52
	
34
ChiS = 2.780 + 7.816 + 5.599 +
0.641 ± 0.327 + 0.035 +
0.30b ± 1.874 + 1.763 +
C:.405 ± 2.732 + 2.636 +
0.70o + 0.067 + o.oso = 27.737
df = 8	 J$FICtt4T
* WARNING * 1 cells with ex pected counts less than 1.0
* Chisouare aooroximation p robabl y invalid
3 cells with exoected counts less than 5.0
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% total respondents
(n=24)
16
63
4
0
% total respondents
(n= 16)
Data tables from questionnaires - Republic of Ireland
Question 2
Number of staff in public libraries (FTE)
No of staff	 No of library authorities
0-10
	
4
11-25	 15
26-50
	
1
76- 100
	
0
Number of staff in leisure services
No of staff	 No of leisure services
0-10
	
12
11-20
	
2
2 1-30
	
1
3 1-40
	
0
41-50	 1
75
13
6
0
6
% total respondents
(n=24)
17
79
4
46
25
13
17
% total respondents
(n =16)
56
38
4
50
50
ROl
Question 4
Person or team responsible for marketing library services
No of library authorities
Yes	 4
No	 19
Proposed	 1
Part of department's responsibility
Yes	 11
No	 6
Proposed
	
3
Not specified
	
4
Person or team responsible for marketing leisure services
No of leisure services
Yes	 9
No	 6
Proposed
	
1
Part of authority's responsibility
Yes	 8
No	 8
ROl
Question 8
Significant new services in public libraries (n=24)
No. new services
New service points/branch libraries	 10
Computer databases 	 3
Audio books	 3
Automation of library	 2
Music library	 2
Video/audio	 2
CDs	 2
Large print/visual impaired services 	 2
Computing skills	 2
Environmental information	 2
Reader printers	 1
Genealogy	 1
Newspaper indexing	 1
Hospital service 	 1
Photocopying	 1
Elderly services	 1
Language learning 	 1
Adult literacy	 1
National Social Service Board files 	 1
Children	 1
ARTEL
	
1
Lectures/exhibitions	 1
Community information	 1
ROl
Question 8
Significant new services in leisure services (n= 16)
No of services
New facility	 2
Lane swimming	 2
Catering	 2
Swimming lessons	 2
Aqua aerobics	 2
Swimming for aged	 1
Early morning swim	 1
Ladies only swim	 1
Life saving	 1
Lunch time swim	 1
Lounge	 1
Juvenile badminton club	 1
Creche	 1
Aerobics	 1
Hoist for disabled	 1
Set dancing	 1
Karate	 1
Artificial grass pitch	 1
Learners pool	 1
Fitness centre	 1
Rehabilitation centre	 1
46
25
25
21
21
8
4
4
4
% Total respondents
(n=24)
71
46
38
29
25
13
17
ROl
Question 9(a) (Public libraries only)
Services charged for
No of authorities
Photocopying	 11
Adult issues	 6
Adult and children membership 	 6
None	 5
Inter library loans	 5
Computer	 2
AV loans	 1
Genealogy searches	 1
Requests	 1
Question 10
Price concessions in public libraries
Community group	 Yes
Children	 17
Elderly	 11
Unwaged
	
9
Teenagers	 7
Disabled
	
6
Socially disadvantaged
	 3
None	 4
Price concessions in leisure services (tt 16)
Children	 9
Elderly	 12
Women	 2
13-24 age group	 2
Unwaged
	
11
Disabled
	
8
Socially disadvantaged
	
6
Travellers	 3
All groups	 1
% total respondents
(n = 24)
56
75
13
13
69
50
38
19
6
ROl
Question 11
Who sets prices of services in public libraries
No. of authorities	 % of total respondents
(n=24)
Committee	 1
	
4
Chief librarian	 2
	
8
Both
	
3
	
13
Council
	
11
	
46
Others	 4
	
17
Not applicable	 3
	
13
Others:
County manager x 2; Chief librarian and County manager x 2.
Who sets prices in leisure services (n =16)
Committee	 1
	
6
Manager	 0
	
0
Both committee & manager	 12
	 75
Others	 2
	
13
Not specified	 1
	
6
Others: Recreation manager and County manager; Management team.
ROl
Question 12
Is there a specific budget for promotional activities in public libraries?
No. of authorities	 % total respondents
(n=24)
Yes	 2	 8
No	 22	 92
Specific promotional budget for leisure services (n=16)
Yes	 5	 31
No	 10	 63
Proposed	 1	 4
Not specified	 8	 33
Amounts specified:
(only four librarians specified amounts)
£3000
£5000
£9000
£10000
ROl
Question 13
Ranking of promotional tools
Local press
Leafletsfbooklists
Exhibitions
Logos
Displays
Local radio
S ignposting
Posters
Plastic carriers
Other publications
Council horadings
T shirts
Stationery
Uniforms
Public Iibrarie	 Leisure services
(n =24)	 (n =16)
Ranked 1
	
%	 Ranked!	 %
8
	
33	 2	 13
2
	
8	 3	 19
4
	
17	 -	 -
1
	
4	 1	 6
1
	
4	 -	 -
1
	
4	 1	 6
-	 1	 6
1
	
4	 1	 6
-	 1	 6
-	 1	 6
-	 1	 6
% = total respondents
% total respondents
(n=24)
13
67
21
6
ROl
Question 21
Provision for staff training in public libraries
No. of authorities
Yes	 3
No	 16
Proposed	 5
Details and comments:
Attendance at seminars etc.
Training seminar for branch librarians annually
Provision for staff training in leisure services (n=16)
Yes	 1
No	 9
	
56
Proposed	 5	 31
Details and comments:
Institute of Leisure and Amenity Management courses.
Courses in marketing for all front desk staff.
Opportunities to market facilities arise every day - we need to see and exploit them.
Staff will be sent on appropriate marketing courses (generally short courses) as they
arise and financial support will be available to staff undertaking professional marketing
courses.
This will have to be developed in the future.
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INTERVIEW SCHEDULE
NB. Refer to questionnaire and update.
Background information - clarify and expand on information provided in questionnaire;
- population served
- range of services
- exact numbers of staff
- aims and objectives (request copy if not already supplied)
Any major changes since reorganisation?
Role of marketing - clarify and expand;
How has marketing practice developed in last 3 years?
- person or team responsible for marketing services
- at whose instigation was this set up?
- when was it set up?
- indicate line management responsibility (if possible please supply an organisational
chart to illustrate where the marketing function fits)
- marketing budget - please give precise figure;
- who decides on figures for budget?; political or chief officer level?
- can you provide details of the history of funding for marketing
the service?
- what is the political background/constraints on marketing?
- what is the likely future of funding for marketing with reference to possible local
authority cuts?
Current practice
- specially targeted sections of the community - amplify;
- why do you target?
- which factors inform the thinking on targeting?
- what is the political philosophy of the authority on targeting?; is targeting market-led
or is there a social value approach?
- significant new areas of development - expand on new services if cited in
questionnaire;
- why are these new service development areas important?
- what are the political constraints?
Charging
- services charged for - amplify and expand;
- price concessions - expand;
- who sets prices? - expand;
- is policy-making on charging officer or committee led?
- what is the impact of charging on service development?
- please provide a scale of charges (if not sent with questionnaire)
Promotion
- please define promotion in terms of your service;
- please indicate precise budget for promotional activities;
- what have been the most effective methods of promotion and why?
- have you tried and abandoned other methods?
- why have other methods not been effective?
Performance indicators and market research
- list/clarify market research studies cited, if any;
- does research include an assessment of competitors?
- how often is user satisfaction surveyed?
- what form does this review take?
- what use is made of marketing information and how is it integrated into
decision-making on marketing?
- what changes in service provision have been implemented as a 	 direct result of
reviewing user satisfaction levels?; please
	
indicate extent of change (eg. major,
moderate, minor)
- please supply any relevant documentation;
- are there any further contact names of people involved in this area?
Planning and evaluation
- clarify and expand on existence or not of marketing strategy;
- ask for further documentation if not already supplied;
- the above for library/leisure service and/or Authority as a whole;
- who is responsible for developing the strategy?
- who is responsible for implementing it?
- ditto for marketing plan;
- what form of performance review, if any, is carried out?
- does it contain a SWOT analysis, and if so, what are the SWOTS?
- who is responsible for the review and how often is it carried out?
- how is this information fed back into the planning process?
- expand on the perceived value of marketing in the Authority;
- please clarify how marketing operates in your organisation;
- are library/leisure services leading the way or lagging behind in terms of marketing
practice in the Authority?
- expand on the constraints to marketing (eg. does committee structure help or hinder its
development, and how?)
Future development
- please provide further details on staff training with regard to marketing;
- what are the qualifications/training of those staff responsible for marketing? Are they
qualified marketing officers?
- is the LA concerned to market only the LA's services or also other voluntary and
commercial services in the area?
- how do you see the future development of marketing the service? What are the
opportunities and constraints?
CASE STUDiES - INTERVIEW SCHEDULE
(Update interviews)
Have there been any major organisational/staffing changes in the last five years?
- convergence of leisure/library services
How has marketing practice developed in the last 5 years? How has it evolved, has its
role increased or not?
Any revisions of aims/objectives, marketing strategies etc? - evaluation of marketing
plan?
* Copies of documentation available?
What have been the political constraints/restraints of the local government framework on
marketing strategy?
What effect has the increasing corporate approach of local government had on marketing
services? - more coordination?
Effects of local government review/reorganisation (if any) on marketing?
What effect has CCT/LMS had on marketing strategy development?
How have charging policies and income generation schemes developed in the last 5
years?
- effects of CCT/LMS?
How has the policy on targeting/market segmentation developed? - political philosophy
of authority - is it market-led or based on social values?
How is market research used? How often are user satisfactionlnon-users surveyed?
- any reports available?
How is marketing information integrated into management decision making? what
changes have been made as a result?
What training is available on marketing for staff - in-house/external? - training needs?
How customer-oriented is the service? - is the focus on the customer rather than the
product? - is this a priority of the authority?
Future opportunities/developments in marketing services?
APPENDIX D
Analysis of documentation
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ANALYSIS OF DOCUMIENTATION
Documents submitted by UK respondents to survey included:
Statements of aims and objectives
Mission statements
Marketing planning documents
Business plans
Service reviews
User study documents
No. of doctunents received: 	 Public libraries	 Leisure services
(n=139)	 (n=373)
63 (45%)	 103 (28%)
(Many were in committee paper format)
Currency of documentation
(Documents received 1991-2)
Public libraries	 Leisure services
(n=63)	 (n=103)
1990- 1991/2
	
28 (44%)	 46(45%)
1988- 1989
	
10 (16%)	 24(23%)
1986- 1987
	
1(2%)	 3(3%)
Pre 1986
	
2(2%)
No date	 24(38%)	 28 (28%)
Total
	
63 (100%)	 103 (100%)
Quantity in terms of length of documents (pagination)
Public libraries
(n=63)
2Opp +
	 13(21%)
lO-l9pp	 6 (10%)
5-9pp	 13 (21%)
l-4pp	 31(48%)
Total	 63 (100%)
Marketing content - quantity
Public libraries
(n=22)
75-100% of documents 	 11(50%)
50-74% of documents	 -
25-49% of documents	 2 (9%)
1-24% of documents	 9 (41 %)
Total	 22 (100%)
Leisure services
(n= 103)
28 (27%)
21(20%)
22(22%)
32(31%)
103 (100%)
Leisure services
(n=64)
25 (39%)
7(11%)
7(11%)
25 (39%)
64 (100%)
Marketing content - quality
Public libraries
(n=22)
Extensive	 2 (9%)
Moderate	 4 (18%)
Scant	 16 (73%)
Total	 22 (100%)
Leisure services
(n=64)
4(6%)
26(41%)
34(53%)
64 (100%)
75-100% of documents
50-74%
25-49% of documents
1-24% of documents
Total
Strategy content - quantity
(Defined as long-term, outward focused planning, including SWOT analyses, and
relation of long-term objectives to resourcing requirements).
Public libraries	 Leisure services
(n=12)	 (n=54)
Strategy content - quality
Extensive
5 (42%)
1(8%)
1(8%)
5 (42%)
12 (100%)
Public libraries
(n=12)
2 (17%)
25 (46%)
10 (19%)
4(7%)
15 (28%)
54 (100%)
Leisure services
(n=54)
6(11%)
Moderate	 4 (33%)	 19(35%)
Scant	 6 (50%)	 29 (54%)
Planning
(Defined as short-medium term planning activities, including business planning, aims
and objectives, mission statements, and reviews of services. These comprised the bulk
of the documents' content. There was little attention to targeting or to resource needs.
The quality was generally poor).
Planning content - quantity
75-100% of documents
50-74% of documents
25-49% of documents
1-24% of documents
Total
Planning content - quality
Extensive
Moderate
Scant
Total
General comments
Public libraries
(n=56)
53 (95%)
3(5%)
56 (100%)
Public libraries
(n=56)
3(5%)
20 (36%)
33 (59%)
56 (100%)
Leisure services
(n=79)
59(75%)
9(11%)
3 (4%)
8 (10%)
79 (100%)
Leisure services
(n=79)
5 (6%)
24 (30%)
50 (64%)
79 (100%)
The standard of documents received was generally poor in content and presentation.
Many of the statements of objectives were on one page sheets, poorly typed, undated,
committee papers. Several documents were excerpts taken from longer documents,
usually relating to other services in the authority. Library documents were of a lower
standard than leisure services and showed a low level of communication on planning
activities.
